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PREFACE 


In  February 3 1964,  Arthur  D.  Little,  Inc.,  published,  as  a part  of  the 
San  Francisco  Community  Renewal  Program,  a report  entitled  "Organization  and 
Administration  for  Renewal  and  Development."  This  report  presented  for  con- 
sideration by  public  officials  and  the  community  at  large,  three  alternative 
proposals  for  strengthening  the  organisational  and  administrative  structure 
for  development  and  renewal  in  the  city.  The  report  noted  that  "to  achieve 
a successful  renewal  program,  not  only  ought  the  functions  of  the  many  muni- 
cipal departments  and  public  authorities  be  enlarged  in  scope  and  scale,  but 
also  the  work  of  agencies  ought  to  be  closely  integrated.  Under  existing 
organisational  relationships,  these  functions  can  only  be  tied  together  and 
a coordinative  mechanism  provided  through  the  leadership  of  the  Mayor."- 
It  also  observed  that  "only  the  Mayor’s  office  has  sufficient  authority  to 
provide  the  leadership  necessary  to  oversee  the  development  of  a successful 
renewal  and  development  program  and  create  an  effective  mechanism  for  coor- 
dinating thg  development  and  execution  of  the  various  elements  of  such 
a program. 

A major  recommendation  in  both  Alternative  1 and  Alternative  2 of  the 
Study  Report  related  to  the  appointment  by  the  Mayor  of  a key  member  of  his 
staff  fco  assist  him  in  dealing  with  matter©  relating  to  development  and  re- 
newal. In  Alternative  1 this  position  was  referred  to  as  "Deputy  for  Housing , 
Development  and  Renewal"  and  in  Alternative  2 as  "Director  of  Development 
and  Renewal . 88  After  studying  the  report,  the  Mayor  requested  the  Consultant 
to  explore  in  greater  depth  the  duties  to  be  performed  by  the  recommended 
position,  the  additional  staff  assistance  this  position  would  require,  and 
the  way  in  which  the  position  would  relate  to  other  functions  performed  by 
the  Mayor’s  office  and  to  the  members  of  the  Mayor’s  staff  performing  those 
functions.  As  a result  of  this  request,  a study  of  these  matters  was  under- 
taken, and  the  findings  of  that  study  are  reported  herein . 

Upon  undertaking  the  study  it  became  apparent  to  the  Consultant  that  if 
the  staff  position  of  Deputy  for  Housing,  Development  and  Renewal  (or  Direct 
of  Development  and  Renewal)  was  to  function  in  the  manner  believed  to  be  neces- 
sary, other  functions  in  the  Mayor’s  office  must  be  organised  in  a way  that 
would  allow  the  Mayor  sufficient  time  to  deal  with  the  City's  development  ar 
renewel  problems.  Therefore,  an  analysis  of  all  the  functions  in  the  Mayor : 
office  and  the  duties  of  all  the  various  staff  members  was  required.  This 
analysis  disclosed  that  certain  functional  areas  of  the  Mayor’s  office  were 
deficient  in  terms  of  staff  support  and  that  these  deficiencies  were  edversc 
affecting  tha  ability  of  the  Mayor  to  respond  adequately  to  important  problems 
of  development  and  renewal.  Consequently,  recommendations  for  staff  additic 
in  these  other  areas  have  been  made  in  addition  to  staff  recommendations  in 
areas  more  immediately  involved  in  problems  of  development  and  renewal. 

The  Consultant  wishes  to  thank  the  Mayor  and  members  of  his  staff  for 
their  willing  cooperation  and  valuable  suggestions. 

AOrgaaisation  and  Administration  for  Renewal  and  Development,  p.  48. 
hbld,,  p.  49. 
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SUMMARY  OF  RECOMMENDATIONS 


Executive  Secretary 

Recommendation:  The  position  of  Executive  Assistant  should  be  created. 

Confidential  Secretary 

Reconanenda  felons  The  title  of  this  position  should  be  changed  to  Press 

Secretary,  Certain  routine  duties  should  be  transferred 
to  other  staff  members. 


Stenographic  Secretary 

Recommendations  A new  position  of  Appointments  Secretary  to  the 
Mayor  should  be  created  which  would  assume  the 
appointments  functions  now  performed  by  the  Steno- 
graphic Secretary, 


Public  Service  Director  and  Assistant  Public  Service  Director 


Reecniaeada  felons  s 


1)  Increased  stress  should  be  placed  on  information 
and  complaints  functions  of  these  positions. 

2)  These  two  positions  should  be  designated  as  the 
"Mayor's  Office  for  Information  and  Complaints." 

3)  The  secretarial  and  arrangements  functions  per- 
formed by  the  Assistant  Public  Service  Director 
should  be  diminished  and  as  many  as  possible 
transferred  to  the  stenographic  staff. 

4)  Consideration  should  be  given  to  the  Public  Servic 
Director  assuming  a greater  portion  of  the  cere- 
monial duties  of  the  Mayor's  Office. 


Urban  Renewal  Coordinator 

Recommendations:  1)  The  position  of  Coordinator  of  Housing,  Planning 

and  Development  should  be  created. 

2)  The  position  of  Urban  Renewal  Coordinator  should 
become  that  of  Deputy  Coordinator. 


3)  Hie  position  of  Mayor’s  Assistant  for  Economic 
Affairs  should  be  created. 

4)  The  position  of  i-Sayor’s  Assistant  for  Social 
Problems  should  be  created. 


F.  Administrative  Assistant 

Reconsaendationa ; 1)  Staff  vacancies  should  be  filled  by  individuals 

trained  in  management  analysis. 

2)  Selective  efforts  should  be  made  toward  developing 
work  programs  supported  by  performance  data  in 
support  of  line  item  budget  requests. 

Go  Head  Clerk  and  Secretarial  and  Clerical  Staff 

Recoranendations s 1)  One  clerk-stenographer  should  be  added. 

2)  One  position  of  information  clerk-stenographer 
(a  new  civil  service  class)  should  be  created. 


iii- 


Xc  DUTIES  OF  THE  MAYOR'S  OFFICE 


A.  DIMENSIONS  OF  THE  OFFICE  OF  MAYOR 


San  Francisco,  like  other  large  American  cities,  is  faced  with  critical 
problems  that  demand  leadership  and  direction  from  the  person  and  office  of 
the  Mayor.  Social  problems  caused  by  poverty,  automation  and  racial  discrim- 
ination, economic  problems  caused  by  changes  in  the  city's  economic  structure 
and  physical  problems  caused  by  aging  housing,  new  construction  and  the  auto- 
mobile are  matters  calling  for  inspiration,  imagination,  perseverance  and  plain 
hard  work. 

A Mayor  might  view  his  role  as  that  of  caretaker,  permitting  the  bureau- 
cracy to  set  and  pursue  its  own  policies  without  a sense  of  direction  from 
the  Mayor 5 3 office.  This  approach  either  permits  others  to  compete  to  fill 
the  leadership  vacuum  or  permits  problems  to  drift  to  a point  where  a crisis 
compels  action.  The  caretaker  role  does  not  substitute  for  leadership;  it 
merely  postpones  it.  Experience  in  other  cities  indicates  that  eventually 
vigorous  leadership,  at  the  behest  of  the  electorate,  steps  in  to  resolve  the 
backlog  of  problems.  Such  cities  as  New  Haven,  Philadelphia  and  Boston  had 
caretaker  mayors  and  found  it  necessary  to  reassert  strong  leadership  in  the 
Mayor's  office  in  the  person  of  such  men  as  Richard  Lee,  Joseph  Clark,  Rich- 
ardson Dilworth  and  John  Collins. 

The  two  approaches  to  the  office  of  Mayor  and  their  implications  are 
indicated  by  the  following  words  of  Henry  W.  Maier,  Mayor  of  Milwaukee: 

"One  approach,  of  course,  is  for  the  Mayor  to  act  as  the  mere  cus- 
todian of  his  office,  preserving  the  status  quo  and  drifting  along 
with  whatever  political  winds  blow  the  strongest. 

"This,  X submit,  is  not  what  is  meant  by  the  charge  that  the  'Mayor 
shall  be  the  chief  executive  officer.'  As  all  of  you  know,  there 
can  be  no  status  quo  in  the  central  city  of  today.  There  is  only 
retreat  or  advance  and  new  problems  are  often  born  quicker  than 
solutions  are  found  to  the  old  ones. 

"Somehow  the  Mayor,  if  he  is  to  be  in  truth  the  chief  executive 
officer,  must  find  the  quickest  and  most  direct  road  to  the  trans- 
formation of  policies,  ideas  and  general  goals  into  specific  actions 
to  produce  governmental  services  and  facilities  of  real  and  useful 
meaning  to  the  people  of  the  city.  Otherwise,  either  of  two  things 
Is  likely  to  happen:  the  Mayor's  programs  will  become  meaningless 

because  of  a lack  of  implementation;  or  there  will  be  no  time  for 
executive  creativity  producing  new  programs,  because  the  Mayor  and 
his  staff  will  be  bogged  down  in  the  interminable  details  of  follow- 
through."^ 


^Frora  the  Proceeding  of  the  1962  Annual  Conference,  United  States  Conference 
of  Mayors,  p.  20. 
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The  program  enunciated  during  the  election  campaign  by  the  present  Mayor 
of  San  Francisco  makes  clear  that  the  role  of  the  Mayor  as  caretaker  and  cus- 
todian has  been  rejected  by  this  administration.  The  objectives  enumerated 
in  the  campaign  indicate  the  high  purpose  to  which  the  administration  is 
dedicated : 

City  charter  streamlining  and  modernization; 

Leadership  in  Regional  Planning  and  Co-operation; 

Economic  Development; 

Appointment  of  a strong  Co-ordinator  of  Housing,  Planning  and 
Development,  and  employment  of  a city  economist; 

A new  master  plan; 

Expansion  of  educational  programs; 

Construction  of  a scenic  recreational  parkway  around  city's  perimeter; 

Preservation  of  beauty  and  history; 

Extension  of  rapid  transit  lines  and  expansion  of  municipal  railway 
service; 

Revitalization  of  city  departments; 

Leadership  In  human  rights; 

Expansion  of  youth  programs; 

Improvement  in  mental  health  services; 

Expansion  of  programs  for  senior  citizens. 

In  addition  to  these  tasks,  voluntarily  undertaken  as  part  of  the  adminif 
frative  program,  the  Mayor  is  faced  with  high  demands  and  expectations  from 
the  city's  citizens,  officials,  and  interest  groups.  The  Mayor  and  his  office 
are  the  visible  expression  of  the  city,  its  personification  as  an  organized 
community.  His  office  is  the  most  perceptible,  the  most  impressive;  it  Is 
taken  for  granted  that  he  has  the  most  power  and  thus  the  capacity  to  act 
vigorously  in  the  solution  of  the  city's  problems  great  and  small.  Failure 
to  meet  these  high  expectations  is  often  mistakenly  taken  to  mean  lack  of 
power  in  the  man,  not  in  the  office. 

In  appraising  the  ability  of  the  Mayor’s  office  to  achieve  the  tasks  it 
has  set  for  itself, as  well  as  meet  community  expectations.  It  is  important 
to  bear  in  mind  the  various  capacities  in  which  the  Mayor  serves.  He  serves 
as  community  leader,  as  spokesman  for  the  consnunity,  and  as  head  administrator 
of  city  government.  Each  of  these  roles  makes  demands  on  limited  time. 

1.  The  Mayor  as  community  leader,  lhe  fact  of  his  election  indicates 
that  the  public  regards  him  as  a leader  in  the  community  with  ability  to  solve 
broad  community  problems.  Solutions  to  these  problems  require  that  the  Mayor 
enlist  the  aid  of  many  elements  in  the  conmunity.  These  efforts  require 
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exteoded  periods  of  time  and  heavy  time  demands  on  the  Mayor  aa  is  amply 
demonstrated  by  the  time  the  Mayor  has  necessarily  had  to  devote  to  the  civil 
rights  issue. 

The  Mayor  is  required  by  the  nature  of  his  office  to  seek  ways  and  means 
through  which  he  may  lead  and  unify  the  social  and  political  forces  of  the 
city  on  many  issues.  He  may  do  so  in  a number  of  ways?  by  acting  vigorously 
and  quickly  as  an  initiator  and  innovator  himself  in  discovering  and  sponsoring 
solutions  to  the  cifcy*s  problems;  by  acting  as  an  arbitrator  by  choosing  ataonj; 
the  solutions  offered  by  others,  and  then  pressing  hard  for  the  adoption  of 
his  chosen  solution;  or  by  acting  as  a simple  mediator  between  the  competing 
forces,  each  with  its  different  solution,  by  moderating  the  points  of  conflict 
and  seeking  consensus  in  a compromise.  He  may,  of  course,  use  these  methods 
alternatively  or  in  combination.  But  he  cannot  often  escape  direct  personal 
involvement  either  as  initiator  and  innovator,  as  arbitrator  or  as  mediator. 

2.  The  Mayor  as  chief  of  state.  The  Mayor  is  ceremonial  head  of  the 
city.  He  is  frequently  called  upon  to  be  spokesman  for  the  city  at  such  events 
as  conventions  and  dedications  and  in  greeting  distinguished  foreign  visitors 
He  must  issue  formal  proclamations  launching  community  drives  or  awarding  recog- 
nition to  deserving  groups  or  individuals*  He  must  attend  conferences  and 
conventions.  He  must  listen  to  the  petitions  or  demands  of  an  unending  strear 
of  citizens  great  or  small,  in  person,  by  letter  or  telephone.  The  function 

of  this  role  is  not  merely  to  represent  the  city  to  the  outside  world  and  pro- 
ject the  image  of  the  Mayor  and  his  administration  to  the  public  but  also  to 
provide  him  with  the  essential  contact  with  the  consnunity.  The  Mayor  must 
make  himself  visible,  accessible,  communicative  and  responsive  to  the  city 
and  its  people.  On  the  other  hand  to  respond  to  every  invitation  to  speak, 
to  grant  every  request  for  an  appointment,  would  leave  the  Mayor  no  time  for 
his  other  equally  important  duties. 

3.  The  Mayor  as  head  administrator  of  city  government.  The  Mayor  is 
head  of  the  administrative  structure  of  municipal  government.  He  is  chief 
executive  of  an  enterprise  which  is  one  of  the  largest  employers  with  one  of 
the  largest  budgets  of  any  enterprise  in  the  community.  Yet  the  Mayor  is  givtn 
few  tools  to  effectively  perform  his  duties  as  chief  executive.  The  structure 
of  the  executive  branch  is  designed  to  impede  rather  than  facilitate  the  dis- 
charge of  responsibilities.  The  number  of  administrative  departments,  boards, 
comissions  and  agencies  is  perhaps  so  large  as  to  defy  effective  supervision, 
and  it  is  in  the  area  of  administration  that  mayors  are  generally  the  weakest. 
This  is  not  surprising;  most  mayors,  prior  to  their  election,  have  not  had 
extensive  experience  as  administrators  of  large  organizations. 

In  addition  to  the  demands  placed  upon  his  time  by  the  roles  of  his  of fic  3 
the  Mayor  has  personal  time  demands.  The  official  aspects  of  his  position 
intrude  upon  but  cannot  supplant  his  personal  needs  and  desires.  He  is 
expected  by  his  family,  his  doctors  and  himself  to  make  time  for  family  life 
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and  for  recreation.  He  needs  time  for  rest  and  quiet  reflection  about  the 
city's  problems  as  well  as  revitalising  escape  from  than. 

It  would  be  a sheer  impossibility  for  the  Mayor  alone,  even  on  a twenty** 
four  hour  day*  to  be  an  effective  community  leader,  ably  represent  the  com- 
munity at  numerous  functions  as  its  ceremonial  head,  efficiently  direct  the 
sprawling  administrative  machinery,  and  still  preserve  his  health  and  have 
time  to  spend  with  his  family. 

The  Mayor  must  carefully  budget  his  time.  He  must  decide  what  is  of 
greater  importance  to  his  administration  and  what  is  of  lesser  importance 
and  allocate  his  time  accordingly.  And  he  must  secure  the  necessary  assis- 
tance of  competent  individuals  who  can  provide  the  range  of  skills  required 
for  the  Mayor  to  fulfill  his  duties  and  carry  out  his  program  efficiently 
and  creatively. 


B.  THE  NEED  FOR  PERSONAL  STAFF 


Without  sufficient  personal  staff  to  assist  him  the  executive  function 
cannot  be  adequately  performed  by  the  Mayor.  City  government  is  largely 
controlled  by  career  officials  over  whom  the  Mayor  has  at  best  only  limited 
control.  While  the  Mayor  lias  immediate  or  eventual  control  over  a number 
of  commissions  which  in  turn  have  power  to  appoint  a chief  executive,  changes 
in  top  executive  positions  rarely  result  with  a change  in  administrations. 

For  example,  not  a single  department  head  has  been  replaced  by  a commission 
during  the  present  administration  except  as  the  result  of  untimely  death. 

Many  other  top  city  officials  are  protected  by  a civil  service  system.  A 
large  number  ox  important  officials  are  elective.  Two  critically  important 
offices,  the  controller  and  the  GAO,  are  lifetime  appointments,  and  It  is 
only  coincidence  that  the  present  Mayor  will  be  able  to  make  appointments 
to  these  offices  during  his  current  term. 

Tills  inability  Co  put  his  own  appointees  in  key  places  limits  the  power 
of  the  Mayor  to  give  direction  to  municipal  affairs.  The  Mayor,  of  course, 
may  attempt  to  win  the  bureaucracy  to  his  point  of  view.  This  will  have  vary- 
ing degrees  of  success.  There  will  always  be  those  who  disagree,  and  a stub- 
born official  can  often  defy  the  wishes  of  the  Mayor.  Some  may  do  so  with 
complete  impunity;  others  may  do  so  up  to  the  point  where  the  Mayor  wishes 
to  make  an  issue  of  the  defiance  and,  as  a last  resort,  ask  the  official, 
through  his  commissioners,  to  resign. 

Despite  these  limitations  on  the  powers  of  the  Mayor  to  set  his  own  courts, 
the  Mayor  doe®  have  a certain  latitude  within  which  to  operate.  His  budgetar 
powers  provide  a measure  of  control,  albeit  a negative  one,  over  even  the 
most  obdurate  official.  His  appointments  to  boards  and  commissions  pro- 
vide him  the  means  to  give  direction  to  their  operation.  His  powers  of 


persuasion  can  win  many  officials  to  his  point  of  view.  But  the  Mayor  is 
restricted  in  the  use  of  this  limited  control  by  the  extent  to  which  he  oust 
rely  solely  on  the  bureaucracy  for  the  facts  or  the  follow  through.  In  order 
to  utilise  the  powers  he  does  possess  to  best  advantage,  the  Mayor  oust  have 
adequate  staff  resources  at  hie  disposal  to  independently  appraise  the  facts 
upon  which  policies  are  to  be  based  and  decisions  made  and  to  follow  through 
in  areas  where  inertia  or  subtle  defiance  of  the  Mayor's  policies  may  thwart 
his  efforts. 

We  have  appraised  the  Mayor's  staff  in  this  light  and  hove  sought  to 
determine  whether  the  Mayor  has  a staff  which  can  fulfill  the  following 
objectives j 

a.  insure  that  the  Mayor  is  adequately  and  currently  informed, 
be  assist  the  Mayor  in  foreseeing  problems  and  planning  future  programs 

c.  insure  that  matters  for  the  Mayor's  decision  reach  his  desk  promptly 
in  condition  to  be  settled  intelligently  and  without  delay, 

d.  protect  the  Mayor  against  hasty  and  ill-considered  judgments, 

e.  exclude  routine  matters  which  can  be  decided  at  a lower  level, 

£.  protect  the  Mayor's  time, 

g.  secure  the  means  of  insuring  compliance  by  subordinates  with  estab- 
lished policy  and  executive  direction. 

In  making  our  appraisal  we  have  been  mindful  of  the  limitations  of  execu- 
tive staff.  In  this  connection  Ted  Sorensen* s words  in  his  book  "Decision 
Making  in  the  White  House"  are  instructive.  He  said? 

"White  House  staff  members  must  not. . .replace  the  role  of  a Cabinet 
official  or  block  his  access  to  the  President.  Instead,  by  working 
closely  with  departmental  personnel,  by  spotting,  refining,  and 
defining  issues  for  the  President,  they  can  increase  governmental 
unity  rather  than  splinter  responsibility.  A good  White  House  staff 
can  give  a President  that  crucial  margin  of  time,  analysis,  and  judg- 
ment that  mokes  an  unmanageable  problem  more  manageable. 

•'But  there  are  limiting  factors  as  well.  A White  House  advisor  may 
see  a departmental  problem  in  a wider  context  than  the  Secretary, 
but  he  also  has  less  contact  with  actual  operations  and  pressures, 
with  the  Congress  and  interested  groups.  If  his  own  staff  grows 
toe  large,  his  office  may  become  only  another  department,  another 
level  of  clearances  and  concurrences  instead  of  a personal  instrument 
of  the  President." 

While  the  scale  of  the  Mayor's  staff  is  vastly  smaller,  the  problem  is 
much  the  same,  and  we  have  been  concerned  to  satisfy  ourselves  that  our  recom- 
mendations on  staff  do  not  create  another  level  of  clearances  and  concurrence 
but  rather  enhance  the  ability  of  the  Mayor's  staff  to  serve  as  a personal 
instrument  of  the  Mayor. 


"Sorensen,  Theodore,  Decision  Making  in  the  White  House  (Columbia  University 
Press,  1963),  p.  39. 
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Our  study  has  disclosed  a number  of  areas  where  improvements  can  be  made 
to  permit  the  Mayor's  staff  to  better  meet  the  objectives  of  a staff.  In 
general  these  improvements  constitute  additions  to  staff  in  line  with  our 
conclusion  that  the  Mayor  does  not  have  sufficient  assistance.  While  the 
Mayor  is  fortunate  in  having  at  the  present  time  able  and  dedicated  staff 
assistants , the  magnitude  of  the  problems  of  the  city  and  the  breadth  of  the 
duties  of  the  Mayor's  office  exceed  the  time  they  have  to  devote  to  them. 
Personnel  shortages  adversely  affect  the  ability  of  the  existing  staff  to 
keep  the  Mayor  adequately  informed,  to  assist  him  to  foresee  problems  and 
plan  future  programs,  and  insure  compliance  by  subordinates  with  established 
policy  and  executive  direction. 

Hie  conclusion  that  the  Mayor  has  insufficient  staff  assistance  is  but- 
tressed by  historical  analysis.  Since  1945,  when  a staff  for  the  Mayor's 
Administrative  Assistant  was  provided,  the  Mayor's  personal  staff  has  grown 
but  little,^-  In  1946  and  again  in  1950  a chauffeur  was  added.  (One  of  these 
positions  was  eliminated  in  1958.)  This,  however,  merely  represented  a trans 
fer  of  these  positions  from  the  Police  Department  budget  to  the  Mayor's  office 
and  should  not  be  counted  as  net  additions  to  the  Mayor's  staff.  In  1950 
the  position  of  Stenographic  Secretary  to  the  Mayor  was  added.  In  1957  the 
position  of  Junior  Administrative  Analyst  was  added.  And  in  1960  the  positic  n 
of  Urban  Renewal  Analyst  was  added. 

Thus  the  Mayor's  staff  has  increased  by  only  three  positions  over  the 
past  twenty  years.  This  represents  an  increase  of  13'i  per  cent.  By  contrast 
the  overall  city  payroll  (excluding  the  School  District)  increased  from  13,09. 
persons  to  16,825  persons  in  twenty  years,  an  increase  of  about  28  per  cent. 
This  means  that  the  size  of  the  Mayor's  office  staff,  in  comparison  to  the 
size  of  the  city  and  county  government  as  a whole,  has  shrunk  over  the  twenty 
year  period.  It  is  our  judgment  that  in  1945  the  Mayor's  office  staff  was 
too  small  to  permit  a Mayor  to  discharge  effectively  all  the  responsibilities 
of  the  office  and  in  relative  terms  that  staff  has  grown  even  smaller  over 
the  years. 

To  provide  the  Mayor  with  the  means  to  discharge  effectively  the  respon- 
sibilities of  his  office  it  is  recommended  that  the  Mayor's  staff  be  augnente 
by  the  addition  of  the  following  positions s 

1.  An  Appointments  Secretary 

2.  An  Executive  Assistant 

3.  A Coordinator  of  Housing,  Planning  and  Development 


Hie  staff  of  the  Disaster  Corps  is  not  regarded  as  part  of  the  Mayor's  per- 
sonal staff.  The  Disaster  Corps  is  nominally  a part  of  the  Mayor's  office 
by  virtue  of  the  Mayor's  appointment  of  the  director.  However,  the  staff 
is  physically  divorced  from  the  Mayor's  office  and  functions  with  a good  dea 
of  autonomy.  Consequently  it  is  not  treated  in  this  Report  as  part  of  the 
Mayor's  staff. 


. 
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4.  An  Assistant  for  Social  Problems 

5.  An  Assistant  for  Economic  Affairs 

6.  One  Clerk- Stenographer 

7.  One  Information  Clerk- Stenographer 

These  new  positions  can  be  shown  organizationally  as  follows: 


Hew  Positions 


These  recommendations,  and  the  reasons  for  them,  will  be  elaborated 
in  Section  II  of  this  Report . 
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C.  USE  OF  PERSONAL  STAFF 


Perhaps  as  important  as  the  number  of  staff  personnel  available  to  the 
Mayor  is  the  use  the  Mayor  mokes  of  that  personnel.  The  success  of  the  Mayor's 
administration  will  depend  in  large  part  on  the  Mayor* s ability  to  delegate 
responsibility  effectively.  If  the  Mayor  haphazardly  becomes  involved  in 
decisions  which  consume  his  time  and  energy  so  that  he  has  neither  time  nor 
energy  to  devote  to  other  issues  which  might  be  more  important , he  has 
delegated  the  decision  of  such  matters  to  others  by  default.  The  issue  then 
is  not  whether  or  not  the  Mayor  should  delegate  certain  responsibilities; 
the  demands  on  the  Mayor  outrun  the  time  he  has  to  devote  to  them  and  dele- 
gations conscious  or  unconscious , must  occur.  Delegation  by  conscious 
decision  must  take  the  following  factors  into  account; 

1,  Some  duties  are  more  easily  delegated  than  others.  The  Mayor’ 3 
role  as  community  leader  is  less  susceptible  to  delegation  than 
his  roles  as  chief  administrator  and  chief  of  state.  However, 
the  difference  is  only  one  of  degree.  The  Mayor  has  responsi- 
bilities in  each  area  which  cannot  be  completely  delegated  if  he 
is  to  conscientiously  serve  the  city. 

2.  The  precise  line  of  demarcation  of  which  responsibility  should 
be  delegated  is  a matter  of  preference  for  the  Mayor  to  decide. 

He  must  make  a basic  decision  as  to  whether  he  wishes  to  be 
primarily  a working  mayor  or  a ceremonial  mayor.  While  he  cannot 
be  one  to  the  complete  exclusion  of  the  other s it  is  entirely 
possible  to  give  much  greater  weight  to  one  than  to  the  other. 

However  this  decision  is  made  (and  it  is  apparent  from  the  con- 
duct of  his  administration  today  that  the  Mayor  is  giving  greater 
weight  to  being  a working  mayor)  the  Mayor  should  largely  dele- 
gate the  routine  duties  of  his  office  so  that  he  has  almost  full 
time  to  devote  to  forming  basic  policies,  resolving  community 
conflicts,  keeping  in  close  touch  with  the  citizenry,  and  attend- 
ing to  the  unavoidable  ceremonials  that  go  with  the  office. 


The  staff  should  be  permitted  to  make  decisions  relating  to  the  internal 
operation  of  the  office.  It  should  be  sufficiently  aware  of  the  Mayor's  needt 
and  desires  to  resolve  questions  about  his  appointments  and  speaking  engage- 
ments. It  should  be  sufficiently  attuned  to  his  thinking  that  routine  corree 
pondence  could  be  signed  in  his  name  without  the  necessity  of  his  personal 
review. 

The  manner  in  which  the  Mayor  uses  his  staff  depends  largely  on  his  per- 
sonal preference.  Each  political  executive  has  his  own  manner  and  style  for 
decision  making.  It  is  said  that  President  Roosevelt  purposely  provoked 
arguments  among  his  aides  to  assure  that  all  sides  of  an  issue  were  presentee 
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to  him.  On  the  other  hand.  President  Eisenhower  preferred  that  his  staff 
members  work  out  a single  solution  among  themselves  which  the  President  then 
accepted  or  rejected. 

We  strongly  endorse  a procedure  of  holding  regular  staff  meetings.  Such 
meetings  should  be  held  at  a fixed  time  and  ohould  be  held  with  regularity. 
Such  meetings  are  of  vital  importance  because  they  are  the  best  and  perhaps 
the  only  assurance  that  the  staff  can  carry  out  its  tasks  of  seeing  that  the 
Mayor  is  adequately  and  currently  informed,  that  he  is  assisted  in  foreseeing 
problems  and  that  he  is  protected  against  hasty  and  ill-considered  judgments. 
Regular  staff  meetings  are  also  the  boot  and  perhaps  the  only  means  of 
assuring  that  the  Mayor’s  administration  is  a deliberate,  program-oriented 
administration  rather  than  a crisis-oriented  administration.  In  a crisis- 
oriented  administration,  decisions  will  be  pressed  upon  the  Mayor  by  the 
natural  course  of  events.  A program-oriented  administration  will  be  attending 
to  matters  before  they  reach  the  crisis  stage  and  it  will  be  attending  to 
matters  which  might  not  otherwise  even  be  pressed  before  a crisis-oriented 
administration,  matters  which  require  new  approaches  or  reforms  but  which 
could  continue  on  their  existing  basis  without  public  attention.  The  critical 
problem  here  is  the  need  to  create  time  for  policy  and  program  planning. 

In  meetings  with  the  Mayor  much  time  consuming  detail  can  be  avoided 
by  careful  preparation  for  staff  meetings.  In  this  connection  we  strongly 
endorse  the  daily  meetings  held  by  the  Executive  Secretary  and  other  key  mem- 
bers of  the  staff.  These  meetings  serve  a useful  function  in  assuring  that 
matters  have  proceeded  to  a stage  where  participation  by  the  Mayor  is  require c 
and  that  sufficient  information  has  been  obtained  upon  which  meaningful  dis- 
cussion with  the  Mayor  may  be  based. 
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ll . DOTIES  OF  THE  MAYOR’S  STAFF 


The  present  organisational  structure  of  the  Mayor’s  personal  staff  is 
in  general  administratively  sound.  Some  minor  changes  have  been  recommended 
in  the  text  to  follow.  The  present  structure  (excluding  clerical,  steno- 
graphic and  related  functions)  can  be  shown  by  the  following  organization 
chart; 
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The  Executive  Secretary  acts  as  the  Mayor's  chief  of  staff  aide  in 
carrying  out  the  executive  and  administrative  functions  of  the  Mayor's  office. 
He  acts  as  control  on  the  use  of  the  Mayor's  tine  by  the  Mayor's  staff,  deter - 
nines  the  timing  of  presentation  of  issues  to  the  Mayor  for  decision  and 
determines  whether  enough  information  has  been  obtained  to  permit  intelligent 
resolution  of  issues. 

The  Executive  Secretary  does  not  act  as  a fixed  link  in  a chain  of  com- 
mand. Some  staff  members  deal  directly  with  the  Mayor  as  well  as  through 
the  Executive  Secretary.  The  Confidential  Secretary  and  Stenographic  Secre- 
tary serve  the  Mayor  on  a more  personal  and  continuing  basis  than  other  staff 
members.  Tills  relationship  is  represented  by  a solid  line  running  to  the 
Mayor.  They  also  function  in  part  under  the  Executive  Secretary  and  this 
relationship  is  represented  by  a solid  line  running  to  a point  below  the 
Executive  Secretary, 

The  Disaster  Corps  director  and  his  staff  have  not  been  shown  as  a part 
of  the  Mayor's  personal  staff  for  the  reasons  noted  on  page  6. 

The  Executive  Secretary  of  the  Human  Relations  Commission  has  not  been 
shown  as  part  of  the  Mayor's  office  because  the  commission,  although  appointed 
by  the  Mayor,  will  have  independent  status  and  the  Executive  Secretary  will 
be  appointed  by  the  commission,  not  the  Mayor.  The  permanent  Human  Relations 
Commission  will  be  something  of  a hybrid.  It  is  first  of  all  a statutory 
rather  than  a charter  commission  and  therefore  is  not  quite  on  the  same 
footing  tilth  other  municipal  consaissions.  Furthermore,  the  exercise  of  some 
of  its  powers  legally  derives  from  the  consent  of  the  Mayor  which  is  not  true 
of  other  commissions.  For  example,  the  ordinance  provides  that  progress 
reports  from  city  agencies  are  to  be  requested  by  the  Mayor  through  the  Chair- 
man of  the  commission,  requests  by  the  commission  of  other  agencies  for  in- 
formation or  assistance  are  subject  to  the  approval  of  the  Mayor,  and  required 
testimony  of  officials  of  city  departments  is  subject  to  the  approval  of  the 
Mayor.  Despite  these  links,  we  do  not  believe  the  commission  is  properly 
considered  a part  of  the  Mayor's  office  for  the  reasons  stated.  However, 
it  is  anticipated  that  the  Executive  Secretary  of  the  Human  Relations  Commis- 
sion, while  not  a formal  member  of  the  Mayor's  staff,  will  continue  to  serve 
as  the  Mayor's  advisor  on  human  relations  problems  and  will  continue  to 
participate  in  staff  meetings, 

Zn  the  following  pages  each  of  the  existing  staff  positions  in  the  Mayor’s 
office  are  discussed  and  analysed  and  certain  recommendations  made  concerning 
their  areas  of  operation.  Recommendations  cade  in  the  text  of  the  discussion 
are  summarised  at  the  beginning  of  each  section. 
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A.  EXECUTIVE  SECRETARY 


REC&MMENBATXON : THE  POSITION  OF  EXECUTIVE  ASSISTANT  SHOULD  BE  CREATED 0 

The  Executive  Secretary  acts  as  the  Mayor's  chief  of  staff  in  carrying 
out  the  executive  and  administrative  duties  of  the  Mayor's  office.  His  two 
principal  areas  of  concern  are  1)  overseeing  the  internal  operation  of  the 
Mayor's  office  and  2)  assisting  in  supervising  the  operation  of  municipal 
affairs  by  city  departments  and  agencies. 

As  part  of  his  first  responsibility  (supervision  of  the  internal  opera- 
tion of  the  Mayor's  office)  the  Executive  Secretary  supervises  the  performance 
of  the  secretarial-clerical  functions.  In  this  connection  his  responsibility 
is  to  establish  general  office  procedures  but  he  should  be  able  to  rely  on 
the  Head  Clerk  to  determine  that  the  secretarial-clerical  functions  are 
properly  performed. 

The  Executive  Secretary  also  regulates  the  activities  of  the  executive 
staff  (the  Public  Service  Director,  Assistant  Public  Service  Director,  Appoin 
meats  Secretary  (Stenographic  Secretary),  Press  Secretary  (Confidential  Sec- 
retary), Urban  Renewal  Coordinator,  and  Administrative  Assistant  and  his  staf; 
and,  acting  for  the  Mayor,  may  assign  tasks  to  than.  He  also  acts  as  the 
control  on  the  use  of  the  Mayor's  time  by  the  staff. 

In  connection  with  the  supervision  of  the  administration  of  municipal 
affairs,  the  Executive  Secretary  is  personal  advisor  to  the  Mayor  on  adminis- 
tration and  development  of  executive  policies.  He  i3  responsible  for  main- 
tenance of  day-to-day  contact  with  city  departments,  counseling  them  and 
resolving  problems  which  arise  suddenly  and  obtaining  information  for  decision 
by  the  Mayor.  He  acts  as  liaison  between  the  Mayor's  office  and  boards  and 
commissions  appointed  by  the  Mayor  and  has  a primary  responsibility  for 
recruitment  of  candidates  for  boards  and  commissions. 

The  minute-by-minute  demands  on  the  time  of  the  Executive  Secretary 
prevent  him  from  devoting  sufficient  time  to  exploration,  surveillance,  fact 
gathering,  planning  and  follow  up.  As  a consequence  the  position  is  crisis- 
oriented  in  many  respects.  To  alleviate  some  of  this  pressure  we  recommend 
the  creation  of  the  position  of  Executive  Assistant. 

The  functions  to  be  performed  by  the  Executive  Assistant  were  probably 
intended  by  the  drafters  of  the  1931  Charter  to  be  performed  by  the  Confident:  .1 
Secretary.  But  as  the  demand  of  news  media  have  expanded  and  as  public  issue: 
dealt  with  by  the  Mayor  have  become  more  newsworthy  the  research  and  trouble 
shooting  duties  of  that  position  have  become  more  and  more  related  solely  to 
meeting  insaediate  problems  of  news  media  relations.  This  means  that  the  Con- 
fidential Secretary  generally  has  time  to  deal  with  problems  only  after  they 
have  become  newsworthy—  i.e, , only  after  a "crisis"  has  developed.  The  new 
position  of  Executive  Assistant  would  be  designed  to  solve  administrative 
problems  before  a crisis  is  reached  and  before  the  natter  becomes  newsworthy. 

The  existence  of  the  position  would  permit  more  aggressive  follow  up  of 
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complaints,  In  the  discussion  of  the  duties  of  the  Public  Service  Director 
it  is  pointed  out  that  investigation  of  complaints  can  be  a very  effective 
tool  in  supervising  administration.  It  is  recommended  that  the  Executive 
Assistant  undertake  investigations  of  situations  which  cannot  be  cleared  up 
by  direct  inquiry  made  by  the  Public  Service  Director  and  Assistant  Public 
Service  Director. 

He  should  also  handle  all  the  routine  mail  of  the  Executive  Secretary 
and  perform  other  duties  of  the  Executive  Secretary  as  requested  by  him. 

To  summarise,  the  duties  of  the  position  of  Executive  Assistant  would 
be  as  follows? 


CLASS  TITLES  EXECUTIVE  ASSISTANT 
CHARACTERISTICS  OF  THE  CLASS 

Under  general  direction  of  the  Executive  Secretary,  perforins  research 
on  a wide  variety  of  subjects  and  prepares  written  reports  and  recom- 
mendations  in  connection  therewith;  analyzes  particular  problem  areas 
of  administrative  departments;  assists  the  Mayor* s staff  in  developing 
administrative  policies  and  practices;  performs  such  duties  of  the 
Executive  Secretary  as  are  delegated  to  hitn  by  the  Executive  Secretary 
and  performs  related  duties  as  required. 

Under  direction  of  the  Executive  Secretary,  acts  as  the  Mayor's 
liaison  officer  with  adblnistrative  boards  and  commissions  and  the 
Board  of  Supervisors  by  maintaining  a current  familiarity  with  their 
activities  and  providing  interpretations  of  the  Mayor's  policies. 

EXAMPLES  OF  DUTIES 

1.  Obtains  background  information  for  the  Mayor  to  assist  in 
developing  administrative  policies  and  programs. 

2.  Interprets  the  Mayor's  policies  to  boards  and  commissions  and, 
when  requested,  provides  commissioners  with  available  staff 
services  of  the  Mayor's  office. 

3.  Conducts  special  studies  to  determine  the  manner  in  which  and 
extent  to  which  policy  decisions  are  translated  into  the  intended 
action. 


The  Mayor  and  his  staff  are  dependent  upon  the  city  attorney,  an  elected 
and  therefore  independent  official,  for  their  legal  advice.  The  Mayor  would 
be  justified  in  requesting  retaining  an  attorney  on  his  staff  without  implying 
distrust  of  the  present  city  attorney;  there  is  precedent  for  this  approach 
in  the  special  counsel  in  the  controller's  office.  However,  the  volume  of 
legal  work  in  the  Mayor's  office  would  not  be  likely  to  justify  the  employment 
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of  a full-time  attorney.  Furthermore,  both  the  Mayor  and  the  Executive 
Secretary  have  had  legal  training  which  lessens  somewhat  their  dependence  on 
the  city  attorney.  However,  it  is  obvious  that  neither  has  time  to  do  the 
legal  research  that  some  situations  call  for.  An  alternative  to  a full-time 
attorney  uould  be  to  appoint  a lawyer  to  the  position  of  Executive  Assistant. 
His  legal  background  could  be  helpful  in  other  aspects  of  his  duties,  partic- 
ularly investigative  duties,  as  well  as  in  furnishing  a means  for  the  pro- 
vision of  legal  judgments  to  the  Mayor  and  various  members  of  his  staff 
independent  of  the  city  attorney's  office. 


B.  CONFIDENTIAL  SECRETARY  TO  THE  MAYOR 


RECOMMENDATION  : THE  TITLE  OF  THIS  POSITION  SHOULD  BE  CHANGED  TO  PRESS 

SECRETARY.  CERTAIN  ROUTINE  DUTIES  SHOULD  EE  TRANSFERRED 
TO  OTHER  STAFF  MEMBERS. 

It  is  doubtful  if  the  draftsmen  of  the  city  charter  thought  of  the  major 
function  of  the  Confidential  Secretary  as  aiding  the  Mayor  in  his  relations 
with  news  media  and  as  speech  writer.  The  Civil  Service  job  description  is 
as  follows? 

Under  general  direction,  performs  a wide  variety  of  assignments 
for  the  mayor  and/or  his  executive  secretary  in  connection  with 
the  operations  and  responsibilities  of  the  mayor's  office:  and  per- 
forms related  duties  as  required.  Requires  responsibility  for: 
interpreting,  coordinating  and  carrying  out  existing  policies  and 
procedures  relating  to  the  activities  of  the  mayor's  office;  making 
regular  contacts  with  a variety  of  individuals  concerning  explanations 
and  interpretations  of  activities  of  the  mayor’s  office;  gathering 
a variety  of  data  and  information  and  preparing  a variety  of  related 
records  and  reports.  Examples  of  duties:  1)  carries  out  a wide 

variety  of  assignments  in  connection  with  public  relations  and 
administrative  operations  of  the  mayor's  office;  2)  performs  research 
on  a wide  variety  of  subjects  and  prepares  written  reports  and 
recommendations  in  connection  therewith. 

However,  over  the  years  the  extension  of  news  coverage  of  the  Mayor's 
office  has  expanded  as  net;  modes  of  communication  have  been  developed  and 
as  public  interest  in  municipal  problems  has  been  heightened  in  a period  of 
rapid  social,  economic,  and  physical  change.  These  factors  coupled  with  the 
community  view  of  the  Mayor's  office  as  the  focal  point  for  enunciation  of 
city  policy  have  resulted  in  this  position  becoming  one  whose  primary  orien- 
tation is  toward  the  handling  of  the  Mayor's  press  relations  and  writing  his 
speeches  and  public  pronouncements. 


. 
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The  Confidential  Secretary  presently  performs  the  following  duties: 

reviews  the  newspapers,  television  and  radio  broadcasts, 

confers  on  press  strategy  relative  to  issues  involving  the  Mayor 
or  city  departments, 

confers  with  and  advises  city  departments  on  news  media  relations, 
prepares  releases  for  the  news  media, 

handles  press  relations  planning  relative  to  visiting  dignitaries, 

occasionally  escorts  the  Mayor  to  functions  and  assists  press  there 

arranges  publicity  for  the  Mayor's  activities, 

approves  coraaemorative  resolutions  and  proclamations, 

xjrites  speeches  for  the  Mayor  and  assists  in  drafting  policy  state- 
ments and  reports, 

attends  the  Mayor's  press  conferences  and  other  conferences  held 
by  the  Mayor, 

prepares  letters  for  the  Mayor  and  arranges  induction  of  the  Major 
appointees, 

handies  special  assignments  given  to  him  by  the  Mayor  and  Executive 
Secretary  which  take  up  a large  portion  of  his  time, 

answers  inquiries  of  news  media, 

attends  meetings  of  commissions . 

In  light  of  the  press  orientation  of  this  position  its  title  should  ba 
changed  to  Press  Secretary, 

Additional  time  could  be  created  for  the  Press  Secretary,  permitting 
him  more  time  for  the  writing  of  policy  speeches,  by  assigning  the  writing 
of  thank-you  letters  and  arrangement  of  swearing  in  ceremonies  to  the  Mayor' 
Stenographic  Secretary.  And  the  availability  of  additional  personnel  for 
special  assignments  (e.g.,  the  Executive  Assistant)  should  lessen  the  time 
spent  by  the  Press  Secretary  on  these  matters. 


' 
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C.  STENOGRAPHIC  SECRETARY  TO  THE  MAYOR 


RECOMMENDATION  z A W8  POSITION  0?  APPOINTMENTS  SECRETARY  TO  THE  MAYOR 
SHOULD  EE  CREATED  WHICH  WOULD  ASSUME  AmiNTMENTS 
FUNCTION  NOW  PERFORMED  BY  THE  STENOGRAPHIC  SECRETARY. 

Filling  the  Mayor’s  personal  stenographic  needs  and  asking  his  appoint- 
ments are  the  responsibility  of  the  Stenographic  Secretary  to  the  Mayor. 

The  two  functions  of  this  position  are  fundamentally  different  end  call  for 
different  skills  which  are  rarely  combined  in  one  person.  An  Appointments 
Secretary  plays  an  important  role  in  the  life  of  the  administration.  Whom 
the  Mayor  sees  and  when  he  sees  them  can  often  be  a matter  of  utmost  delicacy 
and  a matter  of  vital  importance  to  sound  decision  making  and  appropriate 
protocol.  The  individual  making  these  judgments  should  have  an  intimate 
knowledge  of  the  community  and  the  base  of  the  Mayor’s  support , and  must 
have  a good  foal  for  the  relative  importance  of  issues  facing  the  adminis- 
tration. Unis  individual  met  know  the  Mayor's  friends  as  well  as  the 
representatives  of  segments  of  the  community  which  should  be  heard  by  the 
Mayor.  Xt  would  be  unusual  that  the  person  possessing  the  skills  necessary 
to  perform  these  functions  would  as  well  possess  the  shorthand  and  typing 
skills  necessary  to  carry  out  secretarial  duties.  Be  that  as  it  may, 
the  demands  of  the  appointments  function  are  such  that  as  a practical  matter 
the  secretarial  functions  must  be  performed  by  others  or  not  at  all. 

To  meet  the  problem  it  is  recommended  that  a new  position  of  Appointments 
Secretary  to  the  Mayor  be  created.  The  Appointments  Secretary  would  handle 
all  the  Mayor's  appointments  and  engagements.  This  function,  by  virtue  of 
its  being  divorced  from  stenographic  functions,  would  more  logically  be  fillet 
by  a male  and  if  sc  filled  should  command  a higher  salary.  It  would  be  seen- 
tial  that  the  person  serving  as  Appointment©  Secretary  enjoy  sufficient  on- 
fidence  of  the  Mayor  so  that  many  appointments  decision©  could  be  made  without 
consultation.  Under  the  general  direction  of  the  Executive  Secretary,  the 
Appointments  Secretary  should  be  in  charge  of  those  responsible  for  the  Mayor 
keeping  his  schedule- -the  receptionist,  usher  and  chauffeurs. 

The  Mayor's  Stenographic  Secretary  would  handle  the  Mayor’s  personal 
and  confidential  correspondence,  keep  his  private  files,  coordinate  the  ayor ' 
schedule  with  that  of  his  wife  and  family  and  take  care  of  other  pereonal 
matters  for  the  Mayor.  She  should  also  handle  the  correspondence  of  the 
Appointments  Secretary  relating  to  such  matters  as  letters  of  acceptance  and 
regret  in  response  to  invitations  to  the  Mayor. 
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Do  PUBLIC  SERVICE  DIRECTOR  AND 
ASSISTANT  PUBLIC  SERVICE  DIRECTOR 


RECOMMEEfflATlONS:  I)  INCREASED  STRESS  SHOULD  BE  PLACED  ON  THE  INFORMATION 

AND  COMPLAINTS  FUNCTIONS  OF  THESE  POSITIONS . 

2)  THESE  TNG  POSITIONS  SHOULD  BE  DESIGNATED  AS  THE  * 'MAYOR'  S 
OFFICE  FOR  INFORMATION  AND  C&MPLAXNTS,'3 

3)  THE  SECRETARIAL  AND  ARRANGEMENTS  FUNCTIONS  PERFORMED 
BY  THE  ASSISTANT  PUBLIC  SERVICE  DIRECTOR  SHOULD  EE 
DIMINISHED  A!©  AS  MANY  AS  POSSIBLE  TRANSFERRED  TO  THE 
STENOGRAPHIC  STAFF. 


4)  CONSIDERATION  SHOULD  BE  GIVEN  TO  THE  PUBLIC  SERVICE 
DIRECTOR  ASSUMING  A GREATER  PORTION  OF  THE  CEREMONIAL 
DUTIES  OF  THE  MAYOR’S  OFFICE . 


The  Mayor's  office  receives  and  responds  to  many  general  inquiries  and 
requests  related  to  such  diverse  matters  as  missing  persons,  employment, 
material  for  school  civics  courses  and  so  forth.  Since  the  Mayor’s  office 
is  the  focal  point  of  municipal  government,  many  inquiries  and  requests  are 
directed  to  the  Mayor  even  though  he  has  no  direct  responsibility  or  author! c 
In  the  matter.  Hie  inquiries  and  requests  may  com®  by  mail,  by  telephone 
or  in  person.  They  are  handled  by  the  Public  Service  Director  and  Assistant 
Director. 

Another  major  duty  of  these  two  positions  is  responding  to  complaints 
received  by  the  Mayor’s  office.  The  Mayor  is  charged  by  the  Charter  with 
the  responsibility  "to  receive  and  examine  without  delay  all  complaints 
relating  to  the  administration  of  the  affairs  of  the  city  and  county  and 
issnediately  inform  the  complainant  of  the  findings  and  action  thereon." 

Prior  to  this  administration,  written  letters  of  complaint  were  referred 
to  heads  of  departments  involved  for  answer  in  response  to  the  complainant. 

Thera  was  no  follow  up  to  see  if  the  complaint  had  been  answered  and  no 
appraisal  of  the  validity  or  adequacy  of  the  explanation.  This  practice  has 
now  been  changed  so  that  the  person  to  whom  the  letter  is  forwarded  is  requested 
to  direct  written  responses  to  the  Mayor’s  office.  This  permits  the  receipt 
of  complaints  to  serve  a sort  of  policing  action.  However,  independent 
investigation  of  complaints  is  rarely  undertaken  because  no  member  of  the 
staff  has  time  to  do  so. 


We  believe  the  Mayor’s  office  should  place  increased  stress  on  the  in- 
formation. and  complaints  function.  As  municipal  problems  become  increasingly 
complex  and  technical,  as  administrative  machinery  proliferates,  and  as  San 
Francisco’s  population  becomes  more  heterogeneous,  the  separation  of  the 
individual  citizen  from  the  machinery  of  municipal  government  inevitably 
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incr eases.  To  bridge  the  gulf  between  the  Mayor's  office,  numerous  depart- 
ments, bureaus  and  agencies  and  the  citizen  requires  special  effort  on  the 
part  of  the  government  or  special  knowledge,  interest,  and  skill  on  the  part 
of  the  individual  citizen.  A powerful  interest  group  can  insist  upon  and 
receive  a hearing  but  the  individual  citizen  is  frequently  too  timid  to  ineis- 
that  he  be  heard  or  is  unable  to  find  a sympathetic  ear.  The  Mayor,  as  chief 
representative  of  the  people,  is  the  primary  public  official  to  whom  all  should 
be  able  to  turn  for  information  and  assistance  and  for  the  redress  of  grievances 
against  public  officials.  Rurtharmore,  the  provision  of  a sympathetic  ear 
by  the  Mayor  can  be  an  effective  tool  of  administration;  problems  which  other- 
wise might  never  come  to  light  can  be  exposed  and  dealt  with.  And  affording 
an  opportunity  for  a citizen  to  express  a suggestion  or  complaint,  no  matter 
how  trivial,  or  obtain  information  can  provide  a necessary  human  element  to  ar 
otherwise  dehumanized  system  and  can  generate  a sense  of  goodwill  toward 
municipal  government , 

We  recomend  the  following  steps  be  taken  with  regard  to  the  performance 
of  the  functions  of  providing  information  and  answering  complaints; 

1.  The  facilities  of  the  Mayor's  office  should  be  made  more  widely 
known  to  the  community  through  news  releases  and  through  reference 
to  them  by  the  Mayor  in  speeches  to  community  groups. 

2„  While  "Public  Service  Director"  is  a pleasant  sounding  title 
it  is  not  very  helpful  in  indicating  the  services  available. 

Me  therefore  suggest  that  the  Public  Service  Director  and  Assis- 
tant Public  Service  Director  be  hereafter  referred  to  constituting 
an  office  known  as  the  "Mayor’s  Office  for  Information  and  Com- 
plaints Similar  functions  are  performed  in  Philadelphia  and 
other  cities  by  units  with  the  same  or  similar  titles. 

3.  The  Mayor's  office  should  be  in  a position  to  undertake  independent 
investigation  of  complaints  when  the  occasion  warrants,  such  as 
when  the  complaints  disclose  the  existence  of  a particularly 
troublesome  or  sensitive  situation  or  indicate  a need  for  in- 
vestigation other  than  by  way  of  direct  inquiry.  (The  recom- 
mended new  position  of  Executive  Assistant  and  the  Administrative 
Assistant  would  be  logical  staff  positions  to  conduct  such 
investigations.) 

4.  One  of  the  goals  of  the  Mayor’s  administration  is  the  revitalization 
of  city  departments  with  emphasis  on  public  service  (point  12,  A 
Summary  of  Congressman  John  F.  Shelley’s  Eighteen  Point  Election 
Campaign  Program).  Adequate  utilization  of  the  complaint  func- 
tion of  the  Mayor’s  office  can  assist  in  revitalizing  city  govern- 
ment and  assuring  that  "civil  servants"  are  both  "civil"  and 
"servants"  of  the  public.  Perhaps  an  inevitable  consequence 
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of  a strong  civil  service  cystea  is  the  tendency  for  some  city 
employees  to  lose  sight  of  their  obligations  to  render  courteous, 
efficient  service  to  the  public.  The  knowledge  on  the  part  of 
a city  employee  that  abrupt,  rude  treatment  of  the  public  is 
likely  to  lead  to  the  registering  of  a complaint  upon  which 
action  will  be  taken  could  go  far  to  induce  a change  in  attitude. 
These  matters  could  be  approached  in  the  following  manner: 

a.  The  Public  Service  Director  could  make  a direct  contact 
with  the  employee  complained  about  informing  him  of  the 
complaint,  and,  without  implying  that  the  citizen’ s word 
has  been  taken  and  the  employee’s  guilt  assumed,  diplomat- 
ically conveying  the  concern  of  the  Mayor’s  office  for 
courteous  treatment  of  the  public.  (While  the  charter 
would  prevent  the  Mayor’s  office  from  taking  direct  action 
against  the  employee  there  should  be  no  barrier  to  merely 
passing  on  information  that  a complaint  had  been  registered.) 

b.  If  any  sort  of  pattern  of  complaints  builds  up  the  super- 
visor of  the  governmental  unit  involved  should  be  informed. 

c.  If  complaints  persist  the  responsible  departmental  officials 
could  be  called  in  by  the  Mayor  and  asked  to  correct  the 
situation. 

d.  The  Civil  Service  Consiiasion  and  staff  should  be  encouraged 
to  avoid  any  action  which  would  inhibit  a supervisor  from 
taking  reasonable  steps  to  assure  courteous  treatment  of 
the  public  by  city  employees. 

5.  The  Public  Service  Director  should  develop  a positive  program 
of  public  relations.  For  example,  the  Civil  Service  Commission 
and  Department  might  be  induced  to  institute  in-service  training 
programs  in  public  relations  for  employees  having  repeated  con- 
tact with  the  public. 

With  this  increased  emphasis  on  the  complaints  and  information  function 
the  position  of  Public  Service  Director  and  Assistant  Public  Service  Director 
will  call  for  even  greater  tact,  diplomacy,  patience  and  perceptiveness  than 
is  presently  required.  In  addition  more  time  must  be  devoted  to  these  func- 
tions. This  additional  time  can  come  from  three  sources: 

1.  At  the  present  time  the  Assistant  Public  Service  Director  is 

devoting  a substantial  portion  of  her  time  making  special  arrange- 
ments for  certain  festivities  such  as  Veteran's  Day  and  in  serving 
as  secretary  for  certain  special  committees.  It  is  believed  that 
more  time  is  devoted  to  these  functions  than  is  necessary  to 
meet  the  obligations  of  the  Mayor’s  office  and  less  emphasis 
should  be  given  to  them  in  the  future.  Of  those  functions  in 
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this  area  that  are  retained  as  many  as  possible  should  be 
carried  out,  under  supervision,  by  the  secretaries  of  the 
Public  Service  Director  and  Assistant  Public  Service  Director. 

This  trill  free  the  latter  position  to  devote  more  time  to 
the  information  and  complaints  functions. 

2.  More  staff  time  for  these  functions  will  be  made  available 
through  creation  of  the  position  of  Executive  Assistant,  a 
portion  of  whose  time  would  be  devoted  to  working  on  some 
of  the  more  difficult  problems  in  departments  and  agencies 
which  are  giving  rise  to  complaints. 

3.  It  is  elsewhere  recommended  (p.  37)  that  the  Assistant  Public 
Service  Director  have  the  services  of  an  information  clerk- 
stenographer  who  would  be  capable  of  handling  routine  requests 
for  information. 

It  is  quite  possible  that  these  sources  will  not  produce  sufficient  time 
to  carry  out  the  expanded  activities.  If  this  should  prove  to  be  the  case 
after  some  experience  has  been  gained  with  the  staff  and  duties  as  recommended 
an  additional  Assistant  Public  Service  Director  and  clerical  assistance  should 
be  provided. 

The  Public  Service  Director  could  also  play  an  expanded  role  in  another 
area  of  responsibility  of  the  Mayor.  A large  portion  of  the  Mayor's  time 
is  spent  on  duties  related  to  his  role  as  ceremonial  head  of  government. 

Many  of  these  duties  could  not  be  avoided  without  offending  important  groups, 
for  others,  no  substitute  for  the  Mayor  would  be  adequate.  Still  others  shot  .d 
be  performed  if  the  Mayor  is  to  maintain  contact  with  the  people.  However, 
some  ceremonial  duties  can  and  must  be  assigned  to  others  if  the  Mayor  is 
to  have  sufficient  time  to  perform  his  other  duties  properly. 

Some  delegation  of  the  Mayor's  ceremonial  duties  has  been  made  to  others 
in  city  government— the  Mayor’s  appointees  to  boards  and  commissions,  other 
elected  officials,  or  highly  placed  city  employees.  The  events  at  which  such 
officials  represent  the  Mayor  are  generally  related  to  community  events  and 
affairs.  Xo  spite  of  this  delegation,  about  half  of  the  Mayor's  time  was 
being  consumed  in  ceremonial  activities  prior  to  appointment  of  the  Official 
Host.  The  appointment  of  the  Official  Host,  who  is  employed  primarily  in 
greeting  and  providing  hospitality  to  distinguished  visitors  to  the  city,  hcc 
promise  of  further  relieving  the  Mayor  of  some  of  his  ceremonial  duties 
However,  a recent  check  indicated  that  close  to  one- third  of  the  Mayor's  time 
continued  to  be  taken  up  by  these  duties. 

In  addition  to  the  Official  Host  and  the  use  of  commissioners  and  other 
public  officials,  the  Mayor  might  consider  designating  a salaried  member 
of  his  staff  as  his  official  representative  with  authority  to  speak  on  his 
behalf.  This  approach  has  been  taken  elsewhere.  Under  the  Philadelphia 
charter  the  Mayor  may  appoint  an  officer,  called  the  city  representative, 
one  of  whose  main  functions  is  to  represent  the  Mayor  and  the  city  on 
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ceremoaial  and  other  occasions . This  representative  is  a full-time  public 
servant  and  is,  in  additions  in  charge  of  a bureau  of  public  information 
and  services  & department  of  commerce  and  a board  of  erade  and  conventions, 
tinder  the  first  two  years  of  the  administration  of  Mayor  (not-/  Senator) 

Joseph  Clark,  the  Mayor's  city  representative  made  as  many  ceremonial 
appearances  and  talks  on  behalf  of  the  Mayor  as  the  Mayor  himself  made. 

(And  other  city  officials  made  as  many  appearances  and  talks  as  the  Mayor 
and  city  representative  combined.) 

A similar  approach  might  be  adopted  in  San  Francisco.  A staff  person 
would  not  be  likely  to  have  the  community  stature  possessed  by  an  unpaid 
official  host  or  other  city  officials,  particularly  those  having  ethnic  or 
other  ties  to  the  group  whose  function  is  being  attended.  Therefore,  the 
Mayor's  staff  representative  should  be  used  in  addition  to,  rather  than  in 
place  of,  the  official  hosts  and  other  city  officials. 

The  availability  of  the  staff  representative  would  be  more  certain  and 
use  could  be  made  of  him  at  times  and  occasions  when  others  were  not  available. 
By  representing  the  Mayor  with  soma  frequency  the  staff  person  would  soon 
become  identified  in  the  community  as  the  Mayor’s  official  representative 
and  gain  acceptance  on  that  ground. 

The  logical  staff  position  for  filling  such  a role  would  be  that  of 
Public  Service  Director  and  a requirement  of  that  position  in  the  future 
should  be  a facility  for  public  speaking. 


Eo  URBAN  RENEWAL  COORDINATOR 


RECQMENMTXONSs  1)  THE  POSITION  OF  COORDINATOR  OF  HOUSING,  PLANNING  AND 
DEVELOPMENT  SHOULD  BE  CREATED. 


2)  TOE  POSITION  OF  URBAN  RENEWAL  COORDINATOR  SHOULD  BECOME 
TEAT  OF  DEPUTY  COORDINATOR. 

3)  THE  POSITION  OF  MAYOR'S  ASSISTANT  FOR  ECONOMIC  AFFAIRS 
SHOULD  BE  CREATED. 

A)  THE  POSITION  OF  MAYOR'S  ASSISTANT  FOR  SOCIAL  PROBLEMS 
SHOULD  BE  CREATED. 


The  Coouunity  Renewal  Program's  Organisation  and  Administration  Study 
Report  referred  to  the  many  problems  facing  San  Francisco— problems  of  housing, 
of  commerce  and  economic  growth,  of  employment  and  education,  of  transportation 
of  social,  cultural  and  institutional  development  and  of  physical  dimension. 

In  appraising  the  recoEsaendations  to  follow  it  would  be  helpful  to  keep  these 
problems  in  mind;  to  this  end  a summary  of  them  is  appended  hereto  as  Appen- 
dix A.  1 


^Ihie  appendix  was  Appendix  B in  the  report  "Organisation  and  Administration 
for  Renewal  and  Development." 
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Tfae  Organisation  and  Administration  Study  Report  concluded  that  the 
problems  facing  San  Francisco  required  a development  and  renewal  program 
which  would  necessarily  have  to: 

give  greater  emphasis  to  economic , social  and  cultural  policies  for  the 
well-being  of  the  people  of  the  city. 

concentrate,  therefore,  on  such  issues  as  job  opportunities  through  new 
facilities  for  faltering  wholesale  trade,  or  the  creation  of  new  manu- 
facturing sites  through  industrial  renewal,  or  orientation  and  job 
training  for  recent  migrants,  as  well  as  on  issues  such  as  improved 
housing. 

look  constantly  to  prevention  of  blight  and  to  new  achievement  as  well 
as  to  cure. 

be  comprehensive  enough  so  that  it  ceases  to  be  geared  to  projects  and 
instead  becomes  city-wide  in  effect,  with  differential  actions  as  re- 
quired by  different  problems  and  locations. 

be  carefully  programmed  to  take  full  advantage  of  every  dollar  spent, 
whether  private  or  public,  and  to  schedule  and  phase  the  key  public 
actions  which  have  the  greatest  impact  on  the  future  of  San  Francisco. 

create  a climate  for  greater  participation  by  private  investors  in 
renewal  and  development. 

provide  for  fuller  citizen  participation  in  the  renewal  decision  process, 

The  Organization  and  Administration  Study  also  concluded  that  to  achieve 
a successful  development  and  renewal  program,  not  only  ought  the  functions 
of  the  many  municipal  departments  and  public  authorities  be  enlarged  in  scope 
and  scale,  but  also  the  work  of  the  agencies  needed  to  be  closely  integrated 
under  existing  organisational  relationships.  These  functions,  the  Report 
concluded,  could  only  be  tied  together  and  a coordinative  mechanism  provided 
through  the  leadership  of  the  Mayor, 

The  responsibilities  of  the  Mayor  in  this  sphere  stem  from  his  charter 
duties  to  supervise  the  administration  of  all  departments  under  boards  and 
commissions  appointed  by  him,  to  coordinate  and  enforce  cooperation  between 
the  departments  of  the  city  and  county,  to  enforce  the  laws  relating  to  the 
municipality,  to  review  and  submit  the  annual  executive  budget,  and  to  recom- 
mend the  adoption  of  such  measures  as  the  Mayor  may  deem  expedient  and  proper, 
They  also  stem  from  the  Mayor’s  position  as  community  leader  and  public  focal 
point  of  municipal  activity. 

As  with  all  his  duties  generally,  the  Mayor  needs  the  assistance  of  tech- 
nically qualified  staff  to  carry  out  these  duties  effectively.  Renewal  and 
development  activities  at  the  present  time  are  the  primary  responsibility  of 
only  one  member  of  the  Mayor’s  staff— the  Urban  Renewal  Coordinator.  As  has 
been  pointed  out  in  the  Community  Renewal  Program  Organisation  and  Administrated 
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Study  Report  (gee  pp.  48*50) , there  are  inherent  weaknesses  in  this  position. 
To  quote  the  Report:  "The  coordinator  has  not  been  given  the  status,  staff, 

or  authority  needed  to  fulfill  the  responsibilities  demanded  of  the  job. 
Furthermore,  he  has  not  been  responsible  for  preparing  an  overall  program, 
except  to  collate  the  activities  of  various  departments  and  agencies  into 
the  Workable  Program  document."  In  order  to  permit  the  Mayor  to  perform  his 
leadership  role  in  this  area  we  recommend  the  creation  of  three  additional 
positions  under  the  Mayor— -a  Coordinator  of  Housing,  Planning  and  Development, 
a Mayor’s  Assistant  for  Economic  Affairs  and  a Mayor's  Assistant  for  Social 
Problems. 


1.  Coordinator  of  Housing,  Planning  and  Development 

The  Organisation  and  Administration  Study  recommended  that  the  Mayor 
appoint  a key  member  of  his  staff  to  deal  with  matters  relating  to  the  physical 
development  of  the  city.  The  Mayor's  election  campaign  program  (point  4)1 
called  for  appointment  of  a strong  Coordinator  of  Housing,  Planning  and 
Development  and  stated; 

"The  Co-ordinator  will  have  the  full  backing  of  the  Mayor.  Planning 
is  not  to  be  submerged  or  subordinated  to  operations  . Focus  is  to 
be  put  on  urban  renewal  and  rehabilitation,  rather  than  solely  on 
redevelopment,  with  inaaediate  emphasis  on  moderate  income  family 
housing." 

In  Alternative  1 of  the  Organization  and  Administration  Study  the  positic 
was  referred  to  as  Deputy  for  Housing,  Renewal  and  Development  and  in  Alterna- 
tive 2 as  Director  of  Development  and  Renewal.  The  distinction  is  that  in 
Alternative  2 the  person  holding  the  position  also  would  have  direct  adminis- 
trative authority  over  the  Housing  Authority  and  Redevelopment  Agency  by 
virtue  of  his  joint  appointment  as  their  executive  director.  Although  there 
are  differences  in  terms  of  effectiveness  of  the  position  (in  Alternative  2 
the  Director  of  Development  and  Renewal  would  be  in  charge  of  execution  of 
major  elements  of  the  overall  program)  for  the  purpose  of  the  position  as 
It  relates  to  the  Mayor *3  office  and  of  the  staff  needed  to  support  it  (the 
questions  now  under  consideration)  it  makes  little  difference  whether  the 
position  under  Alternative  1 or  Alternative  2 is  involved.  We  are  advised 
that  the  Mayor  continues  to  prefer  the  title  "Coordinator  of  Housing,  Planning 
and  Development"  and  that  is  the  term  that  will  be  used  in  this  report. 

We  believe  that  the  Coordinator  for  Housing,  Planning  and  Development 
should  have  the  functions  and  duties  as  indicated  in  the  following  suggested 
job  description: 
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CLASS  TITLE : COORDINATOR  OF  HOUSING,  PLANNING  AND  DEVELOPMENT 

CHARACTERISTICS  OF  THE  CLASS 

Under  the  direction  of  the  Mayor,  the  Coordinator  of  Housing,  Planning 
and  Development  advisee  the  Mayor  on  all  policies  and  programs  dealing 
with  the  physical  development  and  renewal  of  the  city,  and  assists 
him  in  developing  city-wide  and  neighborhood  programs  for  development 
and  renewal,  and  in  establishing  and  maintaining  time  tables  for 
execution  of  such  programs;  speaks  for  the  Mayor  in  dealing  with 
the  many  city  departments,  regional,  state  and  federal  agencies 
and  private  groups  whose  activities  and  programs  affect  development 
and  renewal;  coordinates  existing  development  and  renewal  programs; 
and  performs  related  duties  as  required. 

The  position  requires  major  responsibility  for  assisting  the  Mayor 
in  developing  and  coordinating  policies  relating  to  renewal  and 
development;  making  regular  contacts  with  a wide  variety  of  public 
and  private  officials  in  program  development  and  execution;  and 
the  preparation  and  review  of  related  reports  to  assist  the  Mayor 
and  responsible  public  and  private  officials  in  developing  programs 
and  policies  in  these  areas. 

EXAMPLES  OF  DUTIES 

1.  Works  with  the  Inter-Agency  Committee  on  Urban  Renewal,  the 
Department  of  City  Planning  and  other  agencies  in  preparing 

for  the  approval  of  the  Mayor  the  Annual  Development  and  Renewal 
Program  for  San  Francisco  as  a continuation  of  the  Community 
Renewal  Program. 

2.  Assists  the  Mayor  in  directing  and  supervising  the  execution 
of  the  Annual  Development  and  Renewal  Program. 

3.  Works  with  the  aforementioned  agencies  in  preparing  the  Workable 
Program  for  the  Community  Improvement  for  submission  to  HHFA. 

4.  Serves  as  chairman  of  the  Inter-Agency  Committee  on  Urban  Renewal. 

5.  Serves  as  member  and  perhaps  chairman  of  the  Budget  Advisory 
Committee  and  serves  as  chairman  of  the  Capital  Improvement 
Advisory  Committee. 

6.  Attends  meetings  of  all  public  boards  and  commissions  concerned 
with  planning,  transportation,  housing  and  urban  renewal 
representing  the  Mayor, 
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7.  Works  with  potential  investors  and  developers  to  obtain  their 
participation  in  and  support  for  renewal  and  development. 

So  Enlists  citizen  participation  in  urban  renewal  and  development 
and  provides  continuing  liaison  between  citizen  groups  and 
municipal  government. 

As  to  the  qualifications  of  the  Coordinator  of  Housing,  Planning  and 
Developments  he  can  come  from  among  professionals  in  the  urban  renewal  and 
related  fieldss  or  he  can  come  from  among  civic  leaders.  In  either  case, 
he  should  have  a combination  of  experience  and  skills  to  enable  him  to: 

a.  prepare  consistent  policies  to  recommend  to  the  Mayor; 

b.  take  advantage  of  the  roles  of  both  equity  investors  and  credit 
lenders  and  understand  how  their  interests  can  be  tied  in  with 
public  purposes; 

Co  sympathise  with  the  necessity  for  long-range  thinking  and 

planning  for  the  future  economy,  social  and  physical  structure 
of  the  city  and  its  region; 

d.  coordinate  the  many  diverse  actions  which  will  have  to  make 
up  development  and  renewal  and  have  the  ability  to  use  new 
strategies  of  programming  in  doing  so. 

In  any  case,  the  job  is  so  important  that  the  ablest  person  should  be 
sought,  regardless  of  whether  he  is  a resident  of  San  Francisco. 

The  Coordinator  of  Housing,  Planning  and  Development  would  be  action- 
oriented,  responsible  for  working  with  city  officials,  community  groups  and 
private  citizens  and  other  members  of  the  Mayor’s  staff  to  develop  for  the 
Mayor  overall  development  programs  and  as  approved  by  the  Mayor  to  take  the 
steps  necessary  to  ensure  that  the  programs  are  executed.  Except  for  the 
Urban  Renewal  Coordinator,  who  would  become  his  assistant,  the  Coordinator 
of  Housing,  Planning  and  Development  would  not  substitute  for  or  encroach  upon 
the  duties  of  other  members  of  the  Mayor’s  staff.  Many,  and  probably  usd  at 
of  the  matters  with  which  the  Coordinator  will  be  dealing  will  call  for 
participation  by  other  members  of  the  Mayor’s  staff.  The  exact  nature  and 
extent  of  their  participation  will  depend  upon  the  circumstances  and  the  wishes 
of  the  Mayor. 

Nor  would  the  Coordinator  substitute  for  or  encroach  upon  the  duties 
of  various  public  and  private  agencies  which  must  carry  out  the  overall 
program.  The  effort  at  the  level  of  the  Mayor’s  office  would  be  to  bring 
together  the  efforts  of  a number  of  public  and  private  agencies  into  a 
meaningful,  workable  and  integrated  whole  and  to  develop  and  maintain  a 
time  table  for  execution  of  programs.  The  initial  development  of  the  various 
elements  of  the  program  and  execution  of  those  elements  would  continue  to 
be  the  responsibility  of  the  various  operating  agencies.  The  Mayor,  acting 
through  the  Coordinator,  would,  of  course,  exercise  general  supervision 
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of  the  execution  of  the  overall  program.  The  Coordinator  would  be  serving 
ao  the  Mayor1 s assistant  in  discharging  hie  responsibilities  to  supervise 
the  administration  of  departments  under  boards  and  conmissione  appointed  by 
him  and  in  coordinating  and  enforcing  cooperation  between  all  departments 
of  the  city  and  county. 

And  the  functions  of  the  Coordinator  would  not  substitute  for  or  encroach 
upon  the  functions  of  the  staff  of  the  Planning  Department.  The  Coordinator 
is  intended  to  bridge  the  gap  between  those  responsible  for  developing  plans 
for  the  approval  of  the  Mayor  and  Board  of  Supervisors  and  those  in  operating 
departments  and  the  community  in  general  responsible  for  carrying  out  those 
plans.  In  the  words  of  Dr.  William  Wheaton  of  the  University  of  California, 
the  task  of  city  planning  is  aa  follows?  "to  help  us  define  our  goals  for 
the  city,  to  analyse  the  costs  and  the  means  for  achieving  them,  to  establish 
a set  of  priorities  which  enable  us  to  judge  which  goals  will  produce  the 
most  benefits  within  the  means  which  are  available,  and  to  establish  systematic 
programs  for  working  toward  those  goals."!  It  is  at  the  point  of  establishing 
systematic  programs  for  working  toward  city  goals  that  the  efforts  of  the 
City  Planning  Department  and  the  Coordinator  would  merge.  It  is  at  this  point— 
the  point  where  the  long-range,  somewhat  idealised  goals  mast  be  translated 
into  practical,  workable  programs— that  the  action-orientation  of  the  Coor- 
dinator is  needed  to  assist  the  Mayor.  What  will  work  over  the  short  term, 
what  the  community  can  be  induced  to  do,  what  specific  development  opportunities 
exist  at  any  point  of  time  are  questions  which  the  position  of  the  Coordinator 
is  designed  to  formulate  answers  to.  It  is  also  at  this  point  of  translating 
goals  into  programs  that  the  questions  as  to  what  is  politically  desirable 
and  acceptable  must  be  answered.  The  close  relationship  of  the  Coordinator 
to  the  Mayor  and  the  rest  of  his  staff  is  designed  to  assure  that  these 
questions  are  answered. 

A link  between  broad  goals  developed  for  consideration  at  the  Planning 
Department  level  and  the  more  narrow  specific  program  elements  executed  by 
public  and  private  operating  agencies,  community  groups  and  developers  can 
only  be  provided  at  the  level  of  the  Mayor’s  office,  the  only  level  where  an 
overall  view  and  perspective,  as  well  as  the  political  sanction  required  to 
carry  out  the  program ,can  be  obtained.  The  position  of  the  Coordinator  of 
Housing,  Planning  and  Development  is,  in  short,  designed  to  assist  the  Mayor 
in  providing  that  link. 

In  the  area  of  housing  the  Coordinator  would  be  responsible  for  assisting 
the  Mayor  in  developing  and  coordinating  policies  relating  to  housing  devel- 
opment. He  would  make  regular  contacts  with  a wide  variety  of  public  and 
and  private  officials  in  connection  with  low  and  middle  income  housing,  public 
housing,  construction  standards,  mortgage  finance  and  insurance,  and  related 
services  and  programs  and  prepare  and  review  reports  to  assist  the  Mayor  and 
responsible  public  and  private  officials  in  developing  programs  and  policies 
in  these  areas. 

In  the  area  of  transportation  the  Coordinator  would  assist  the  Mayor 
in  coordinating  the  activities  of  the  Department  of  Public  Works,  the  Municipc 
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Railway,  Parkins  Authority,  Bay  Area  Rapid  Transit  District,  Golden  Gate  Bridge 
Authority,  Division  of  Bay  Toll  Grossings  and  Division  of  Highways  to  obtain 
an  overall,  balanced  transportation  system  for  the  city. 

The  Coordinator,  working  with  other  member o of  the  Mayor's  staff,  the 
Inter-Agency  Committee  on  Urban  Renewal,  and  the  Department  of  City  Planning, 
should  prepare  for  the  approval  of  the  Mayor  an  Annual  Development  Program 
for  San  Francisco.  This  program  is  envisioned  as  an  outgrowth  of  the  Com- 
munity Renewal  Program,  now  under  preparation.  This  program,  if  approved 
by  the  Mayor,  could  be  submitted  by  him  to  the  Board  of  Supervisors  as  part 
of  his  annual  message  to  the  Board.  This  program  would  set  out  the  action 
targets  for  the  City.  It  would  be  the  central  guide  for  the  various  city 
departments  in  housing  programming,  redevelopment,  code  enforcement  and  other 
renewal  and  related  budgeting  actions;  and  for  appropriate  private  actions. 

For  each  city  program  involved  in  development  and  renewal,  the  Coordinator 
would  review  specific  objectives,  inter-relationships  with  other  agencies 
and  programs,  and  coots,  both  operating  and  capital.  He  would  be  responsible, 
in  collaboration  with  the  appropriate  agencies,  for  developing  and  incorporating 
in  the  Annual  Development  Program  such  program  targets  as  the  following: 

1.  The  level  of  code  enforcement  to  be  undertaken,  e.g.s  the  planned 
number  of  buildings  to  be  inspected  per  year,  including  the  number 
of  inspectors  and  inspections. 

2.  The  number  of  new  housing  units  to  be  constructed  as  well  as 
rehabilitated,  with  and  without  public  assistance,  by  location 
within  the  city,  to  meet  the  needs  of  different  income,  age 
and  racial  groups. 

3.  'Hie  areas  of  the  city  to  be  designated  for  redevelopment  and 
for  non-assisted  conservation  programs  as  well  as  federally 
assisted  programs,  and  the  types  of  public  programs  to  be  under- 
taken in  each  of  these  areas. 

4.  The  kind  of  industrial  and  commercial  renewal  to  be  programmed, 
and  where. 

5.  The  number  of  persons  and  families  who  will  require  relocation 
housing  and  the  methods  proposed  for  meeting  these  requirements. 

The  Coordinator  would  constantly  have  to  compare  against  these  targets 
such  items  as  redevelopment  projects  in  the  planning  and  execution  stage, 
private  housing  units  built,  amount  of  private  investment  undertaken,  and 
number  of  structures  broughtup  to  code  standards.  He  would  need  from  the 
Department  of  City  Planning,  other  members  of  the  Mayor's  staff  and  other 
agencies,  analyses  of  economic,  social  and  land  use  trends  (for  example. 
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populafcion  changes  such  as  new  migrants,  industrial  plants  that  have  left 
or  come  to  the  city,  or  evidence  of  over-  or  under-building),  and  how  these 
are  apt  to  influence  the  city’s  development  actions. 

The  Coordinator’s  financial  concerns  in  developing  the  Annual  Program 
would  have  to  include:  1)  anticipated  government  resources  (federal,  state 

and  local)  that  will  be  available  over  the  next  few  years;  2)  present  financial 
commitments  of  city  government;  3)  development  and  renewal  programs  by  sources 
of  funds  and  by  total  costs  (operating  and  capital  requirements)  per  program; 

4)  target  figures  for  the  extent  and  sources  of  public  funds  that  must  be 
raised  to  meet  the  city’s  renewal  and  development  needs  over  the  next  few 
years;  5)  the  scale  and  type  of  private  development  activities  and  investments 
that  can  be  expected  to  take  place  as  a result  of  natural  market  evolution 
and  local  government  encouragement  (the  latter  including  tax  and  other  incen- 
tives required  in  order  to  encourage  greater  participation  in  renewal).  It 
is  anticipated  that  the  Mayor’s  Administrative  Assistant  and  bis  staff  would 
play  a central  role  in  assisting  the  Coordinator  with  these  financial  concerns. 

In  addition  to  the  assistance  given  him  by  other  members  of  the  Mayor's 
staff.,  particularly  the  proposed  positions  of  Assistant  for  Economic  Affairs 
and  Assistant  for  Social  Problems,  we  believe  that  the  Coordinator  of  Housing, 
Planning  and  Development  should  be  assisted  by  a small  staff.  At  the  outset 
this  staff  could  be  limited  to  the  present  Urban  Renewal  Coordinator,  who 
would  become  the  Deputy  Coordinator  of  Housing,  Planning  and  Development, 

At  a later  time,  when  and  if  the  need  for  It  became  apparent,  additional 
staff  could  be  added. 


2.  Mayor's  Assistant  for  Social  Problems 

The  awareness  of  the  present  administration  of  the  social  problems  facing 
the  community  need  not  be  belabored.  The  administration  has  already  acted 
in  the  most  pressing  social  problem  area  through  the  creation  of  the  Interim 
Commission  on  Human  Relations.  It  la  anticipated  that  the  Executive  Secretary 
of  this  Commission,  although  not  a formal  member  of  the  Mayor's  staff  (see 
p.  II) s will  serve  ae  the  Mayor's  advisor  on  human  relations  problems. 

The  Administration’s  approach  to  other  social  problem  areas  was  pointed 
up  in  the  Mayor's  18-Point  Election  Campaign  Program  which  included  the 
following  points:1 

"6.  Education.  Utilise  existing  Federal  aids  for  adult  retraining 
to  meet  challenge  of  automation  and  to  equip  our  new  San 
Franciscans  with  job  skills;  support  expansion  of  compensatory 
education  program  and  other  aids  for  children.  Build  toward 
a school  system  second  to  none  in  the  nation;  education  for 
youth  is  the  most  important  product  of  government.” 

”15,  Youth,  Expansion  of  the  city  Workcreation  program  to  provide 
work  opportunities  for  youth;  full  utilisation  of  Federal 
legislation  and  aid  in  this  area.  In  area  of  delinquency. 
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Shell  ey  plans  to  call  a town  hall  meeting  on  youth 
problems,  per  recommendations  from  the  Governor's 
Advisory  Commission  on  Youth," 

"16.  Mental  Health,  Step  up  city's  activities  in  mental 

health  through  full  utilization  Short-Doyle  subventions; 
seek  a suicide  prevention  clinic,  emergency  psychiatric 
teams,  establishment  of  day-patient  facilities,  and 
other  improvements  in  mental  health  services." 

"18,  Senior  citizens. . .will  work  to  establish  a complete 
service  center  for  senior  citizens,  providing 
information,  counseling  and  referrals." 

We  believe  the  Mayor  should  have  a Staff  Assistant  working  on  these  and 
similar  problems,  and  we  recommend  that  the  position  of  Mayor's  Assistant 
for  Social  Problems  be  created.  The  person  filling  this  position  would  be 
working  to  develop  new  techniques,  new  approaches  and  new  programs  to  deal 
with  social  problems  and  should  have  proven  ability  and  experience  in  social 
program  and  policy  development  in  a public  social  service  agency,  community 
organisation,  urban  renewal  administration,  school  administration,  or  similar 
agency.  This  position  would  not  have  any  duties  in  administering  programs; 
its  function  would  be  confined  to  working  with  operating  agencies  in  devel- 
oping new  programs  and  techniques  to  be  carried  out  by  the  operating  agencies. 

It  could  serve  as  staff  aid  to  the  Poverty  Council  and  a major  duty  of  this  posi- 
tion could  be  to  assist  other  public  and  private  agencies  in  developing  a Con- 
puni  ty  Action  Program  under  die  federal  anti-poverty  program.  Another  major  duty 
would  be  to  supply  the  social  information  necessary  to  the  satisfactory  perforarn 
of  the  functions  of  the  Coordinator  of  Housing,  Planning  and  Development  and 
the  person  serving  as  Mayor's  Assistant  for  Social  Problems  would  work  closely 
with  the  Coordinator  in  this  respect. 

Other  functions  and  duties  of  this  position  would  be  as  follows: 

1.  In  cooperation  with  relevant  public  and  private  officials, 
develop  programs  for  adult  job  retraining,  for  creation  of 
job  opportunities  for  youth,  for  compensatory  education,  for 
provision  of  information  and  counseling  for  senior  citizens, 
for  suicide  prevention,  and  similar  matters. 

2.  Work  with  public  and  private  agencies  to  develop  meaningful 
data  upon  which  policies  and  programs  for  social  development 
can  be  based. 

3.  Design  and  execute,  or  assist  other  public  and  private  officials 
in  the  design  and  execution  of  special  studies  of  problems 
relating  to  social  development. 

4.  Organise  conferences  for  the  study  of  problems  of  social 
development. 
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5.  Provide  staff  assistance  to  various  Mayor1  s committees  relating 
to  social  problems  such  as  the  Committee  on  Aging  and  Citizens' 
Conanitt.ee  on  Alcoholism. 

6.  Work  with  public  agencies  whose  activities  cause  displacement 
of  persons  and  business  and  with  other  public  agencies  which 
offer  services  of  assistance  to  persons  and  business  displaced 
and  with  the  Coordinator  of  Planning,  Housing  and  Development 
to  develop  an  overall  city  relocation  program. 


3.  Mayor's  Assistant  for  Economic  Affairs 

The  pressing  economic  problems  facing  the  city  are  also  well  known  to 
the  administration.  A key  point  in  the  Mayor's  18-Polnt  Program  was  Point  3 
relating  to  economic  development.  It  stated: 

"Launch  an  intensive  campaign  to  bring  more  business  to  San  Francisco. 

®Xf  wc  can  attract  tourists,  we  can  attract  business.'  This  also 

means  development  of  tidelands,  use  of  air  rights,  and  redevelopment 

of  industrial  slums." 

The  recommendation  contained  in  the  Organization  and  Administration  Study 
Report  envisions  a concern  on  the  part  of  the  Coordinator  of  Housing,  Planning 
and  Development  for  economic  development.  As  was  noted  in  that  report,  the 
city's  future  development  and  renewal  program  would  necessarily  have  to  con- 
centrate on  such  issues  as  job  opportunities  through  new  facilities  for 
furthering  wholesale  trade  or  the  creation  of  new  manufacturing  sites  through 
industrial  renewal  as  well  as  on  issues  such  as  improved  housing,  and  it  is 
envisioned  that  the  Annual  Development  Program  which  the  Coordinator  would 
have  primary  responsibility  for  preparing  for  the  Mayor  would  include  such 
matters  as  industrial  redevelopment  and  renewal.  However,  we  believe  that 
the  Coordinator  will  be  spread  rather  thin  along  many  fronts,  and  we  believe 
a member  of  the  Mayor's  staff  should  be  devoting  his  exclusive  attention  to 
economic  problems  in  an  effort  to  create  opportunities  for  economic  growth 
in  the  community. * In  such  capacity  he  would  be  working  closely  with  such 
organisations  as  the  Chamber  of  CoEsnerce  and  the  San  Francisco  Labor  Council. 

It  is  therefore  recommended  that  a position  of  Mayor's  Assistant  for 
Economic  Affairs  be  created.  The  person  filling  this  position  would  be 
responsible  for  assisting  the  Mayor  and  other  members  of  his  staff  in 


The  Organization  and  Administration  Study  Report,  Supplement  Ho.  2,  at  page 
14  and  again  at  page  19  recommended  that  the  City  Planning  Department  Staff 
include  persons  with  special  skills  in  urban  economics  to  develop  long  range 
economic  trends  and  forecasts  upon  which  plans  and  prograas  can  be  based. 

The  economic  concerns  at  the  City  Planning  Department  level  would  not  have 
the  action-orientation  envisioned  for  the  Mayor's  Assistant  for  Economic 
Affairs. 
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developing  and  coordinating  policies  relating  to  the  economic  growth  and 
development  of  the  city,  making  regular  contacts  with  a wide  variety  of 
public  and  private  officials  in  connection  with  expanding  employment  and 
capital  investment,  providing  business  services,  increasing  wholesale  and 
retail  trade,  and  the  preparation  and  review  of  related  reports  to  assist 
the  Mayor  and  responsible  public  and  private  officials  in  developing  programs 
and  policies  in  these  areas.  He  would  serve  as  a staff  aide  to  the  Mayor* s 
Economic  Development  Council  should  one  be  appointed.  He  would  provide 
information  and  assistance  to  the  Coordinator  of  Housing,  Planning  and 
Development  relative  to  the  economic  development  functions  of  that  position. 
Other  duties  would  include  such  things  as: 

1.  assisting  in  the  design  and  execution  of  special  studies 
of  problems  relating  to  economic  development. 

2.  working  with  public  and  private  agencies  and  groups  to 
develop  meaningful  information  upon  which  policies  and 
programs  for  economic  development  can  be  based. 

3.  working  with  potential  locatees  in  the  city  to  insure 
maximum  municipal  assistance  in  site  selection,  preparation 
and  service  by  city  development  agencies  in  related 
departments . 

4.  exploring  and  developing  means  by  which  the  city  might 
stinailate  economic  growth,  such  as  the  establishment  of 
on  industrial  development  corporation  and  industrial 
renewal  and  site  preparation. 


F.  ADMINISTRATIVE  ASSISTANT 


RECOMMENDATIONS : 1)  STAFF  VACANCIES  SHOULD  BE  FILLED  BY  INDIVIDUALS  TRAINED 

IN  MANAGEMENT  ANALYSIS. 

2)  SELECTIVE  EFFORTS  SHOULD  BE  MADE  TOWARD  DEVELOPING  WORK 
PROGRAMS  SUPPORTED  BY  PERFORMANCE  DATA  IN  SUPPORT  OF 
LINE  ITEM  BUDGET  REQUESTS. 

The  Mayor  is  assisted  in  discharging  his  fiscal  responsibilities  by  the 
Administrative  Assistant  and  his  staff.  The  two  major  responsibilities  of 
the  Administrative  Assistant  are: 

1.  review  and  analysis  of  budget  requests  (program  review) 

2.  review  and  analysis  of  departmental  organization,  management  and  pro* 
cedurGs  leading  to  recommendations  on  fiscal,  organisational  and  pro- 
cedural changes  designed  to  improve  efficiency  (management  improvement 


' 
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These  two  functions  are  critically  important  tools  for  the  Mayor  in 
performing  his  responsibilities  with  respect  to  administration  of  city 
government  and  coordination  of  the  activities  of  various  departments  and 
agencies. 

Program  review  involves  the  examination  of  agency  operations  from  a 
central  vantage  point  and  fitting  the  pieces  of  governmental  operations  to- 
gether into  a whole.  It  is  concerned  with  the  relative  importance  of  one 
program  as  compared  with  other  programs,  the  level  at  which  programs  should 
be  conducted,  the  benefits  which  are  to  be  derived  from  one  program  as  com- 
pared with  alternatives,  and  the  revenues  which  ere  available  for  the  support 
of  each  program  and  for  all  programs.. 

Management  improvement  on  the  other  hand  relates  to  the  optimisation 
of  a given  program— the  effective  allocation  of  resources  for  the  achievement 
of  stated  objectives.  It  is  concerned  with  whether  the  program  can  be  con- 
ducted at  a lower  cost,  whether  improved  work  methods  will  contribute  to  a 
more  effective  program,  and  whether  a realignment  of  responsibilities  would 
contribute  to  a higher  level  of  performance.  While  economy  is  frequently  a 
welcome  result,  the  goal  here  is  management  improvement,  not  merely  economy. 

To  be  truly  effective  in  management  improvement,  the  pressure  for  economy 
must  be  transmitted  by  budget  examiners  possessed  of  intimate  knowledge  of 
agency  operations.  St  cannot  be  forced  by  arbitrary  reductions. 

Both  program  review  and  management  improvement  analysis  are  involved 
in  review  of  budget  requests.  In  addition  to  the  management  improvement  which 
is  a direct  product  of  budget  examination,  many  central  budget  offices  have 
special  powers  and  special  staff  to  conduct  studies  of  organisation  and  methods. 
In  San  Francisco  the  Mayor* s Administrative  Assistant  and  his  staff  have  this 
responsibility.  The  Administrative  Assistant  has  the  following  duties:  he 

'’plans,  assigns  and  directs  special  administrative  operational  and  organiza- 
tional studies  and  surveys  of  the  various  city  departments”  and  “analyzes 
survey  reports  and  prepares  recommendations  on  fiscal,  organisational  and 
procedural  changes.”  And  one  of  the  duties  of  the  Principal  Administrative 
Analyst  is  to  personally  conduct  ’’extensive  surveys  of  department  organiza- 
tion, management  and  procedures  and  advise  on  improved  administrative  and 
operational  practices  and  procedures,” 

That  this  function  be  performed  in  the  Mayor’s  office  is  particularly 
important  in  light  of  the  fact  that  there  is  a dearth  of  middle  management 
staff  people  in  municipal  departments.  In  past  years  it  has  generally  been 
the  requested  "middle  management"  staff  positions  which  have  been  cut  out 
of  the  budget  by  the  Mayor  and  the  Board  of  Supervisors.  As  a result  depart- 
ment heads  are  so  involved  in  pressing  day-to-day  matters  that  frequently 
little  time  can  be  devoted  to  the  study,  reflection  and  long-range  planning 
which  are  essential  to  effective  management.  Therefore,  there  is  a critical 
need  for  attention  being  given  to  management  improvement  by  the  Mayor's  office. 

However,  management  improvement  functions  have  been  neglected  because  of 
the  demand  of  other  duties.  Budget  review,  processing  of  supplemental  requests, 
and  special  assignments  occupy  almost  the  full  time  of  the  Administrative 
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Assistant  and  his  staff.  At  the  present  time  there  are  two  vacancies  on  the 
staff  of  the  Administrative  Assistant,  one  in  the  position  of  Administrative 
Analyst  and  the  other  in  the  position  of  Junior  Administrative  Analyst.  Were 
these  positions  filled,  the  Administrative  Assistant  would  have  greater 
resources  to  engage  in  management  improvement  studies.  It  is  consequently 
recommended  that  these  positions  be  filled. 

Hie  existing  staff  has  a strong  accounting  background  in  terms  both  of 
education  and  experience,  and  the  abilities  of  the  staff  should  be  rounded 
out  by  seeking  people  with  management  analysis  training  and  experience.  This 
may  be  difficult  to  accomplish  under  existing  classifications.  The  Adminis- 
trative Analyst  position  is  a pr emotive  position,  the  Junior  Administrative 
Analyst  an  entering  position.  The  "junior  analyst"  could  be  reclassified 
to  call  for  an  academic  major  in  public  or  business  administration  which  would 
be  of  some  benefit.  However,  the  "junior  analyst"  would  be  learning  his  trade 
and  would  not  have  a superior  experienced  in  management  analysis  techniques 
to  guide  him.  Therefore,  we  believe  it  important  that  the  "analyst"  position 
be  filled  by  someone  with  practical  experience  in  management  analysis.  This 
probably  cannot  be  done  if  the  position  is  kept  a promotive  one  because  man- 
agement analysis  is  not  dona  elsewhere  in  city  government;  the  city  employees 
eligible  for  promotion  to  this  position  are  all  working  in  accounting  posi- 
tions. For  this  reason  we  believe  it  advisable  to  reclassify  the  job  as  an 
entering  position  calling  for  someone  with  several  years  experience  as  an 
analyst  ait her  in  private  industry  or  for  some  other  governmental  body. 

We  have  reviewed  in  some  depth  the  budgetary  procedures  in  San  Francisco 
because  control  over  the  executive  budget  is  one  of  the  Mayor’s  primary 
instruments  of  administrative  control.  We  believe  the  Mayor  is  handicapped 
in  carrying  out  his  fiscal  responsibilities  by  the  manner  in  which  the 
budget  is  prepared.  In  this  regard,  we  have  examined  in  detail  the  Blyth- 
Zellerbach  Report  and  working  papers  and  believe  the  findings  of  the  Report 
to  be  substantially  correct.  These  findings  may  be  summarised  as  follows: 

1.  The  s!Line-Xtem"  budget  used  by  the  city  is  obsolete  in  that  it 
focuses  on  individual  materials  and  services  to  be  purchased 
rather  than  the  work  to  be  performed. 

2.  It  is  excessively  cumbersome  and  detailed. 

3.  This  type  of  budget  aide  and  abets  over-requests  by  departments 
and  defies  pruning  . 

4.  Too  much  attention  is  focused  on  changes  over  last  year’s 
expenditures  to  the  exclusion  of  raising  questions  about  the 
need  for  the  prior  level. 

5.  This  type  of  budget  does  not  provide  an  effective  stimulus 
toward  efficiency  in  operation. 
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The  essence  of  the  criticisms , aod  the  source  of  the  difficulties  in 
working  with  the  budget,  lies  in  the  budget’s  failure  to  be  organized  in  terras 
of  work  programs,  the  conconsnifcant  lack  of  consistent  performance  of  activity 
statistics  on  work  programs,  and  excessive  detail,  Two  considerations  are 
paramount  here:  the  functions  of  the  Mayor  in  relation  to  the  budget,  and 

the  effect  of  this  type  of  budget  on  the  functioning  of  department  head: . 

On  the  first  point,  the  Mayor  is  faced  with  a detailed  document  of  great 
length  in  which  the  detail  is  imperfectly  related  to  objectives  of  the  depart- 
ment, It  is  of  course  obvious  that  the  Park  and  Recreation  Department  ia 
devoting  its  energies  to  parks  and  recreation;  but  it  is  not  easy  for  the 
Mayor  to  visualise  the  work  of  the  Department  without  a segregation  of  data 
in  the  major  programs  or  activities.  Various  classifications  could  be  adapted 
to  it.  Purely  by  way  of  example,  the  Department  might  report  figures  for 
maintenance  of  park  grounds,  maintenance  of  park  buildings,  maintenance  of 
playgrounds,  and  so  on.  In  these  terms  proposed  increases  could  be  viewed 
in  the  light  of  the  particular  service  to  be  derived  by  the  citizens.  Fur- 
thermore, by  comparing  statistical  measures  of  service  (where  obtainable) 
with  the  cost,  comparisons  could  be  made  with  prior  years  and  with  other  cities. 
For  example,  attendance  figures  are  available  for  the  Aquarium  and  Natural 
History  Museum  in  Golden  Gate  Park,  The  city’s  contribution  to  these  museums 
could  be  expressed  in  cents  per  visitor. 

In  our  opinion,  the  organization  of  the  budget  into  major  work  programs 
for  each  department  would  enable  the  Mayor  to  direct  his  attention  to  such 
policy  questions  as  ’’Should  a higher  standard  of  maintenance  of  park  grounds 
be  established?”  or  l5Is  there  a need  for  more  parks  than  the  city  can  meet?" 
rather  than  ’’Should  the  budget  for  fertilizer  be  increased  this  year?”  The 
latter  question  is  pertinent  to  the  first,  but,  once  the  first  is  answered, 
the  second  can  bo  left  to  the  department  and  need  not  be  decided  by  the  layer . 

Vais  raises  the  second  point.  The  lack  of  organization  of  the  budget 
and  accounting  along  work-prograta  lines  leaves  no  unequivocal  b :cie  for  meas- 
uring department  achievement  or  efficiency  in  meeting  its  work  programs  anc 
so  offers  no  stimulus  to  good  management  decisions  and  effort  within  the 
department. 

We  believe  that  departmental  management  would  be  improved,  excessive 
work  in  transferring  appropriations  to  meet  needs  as  they  change  >uld  be 
almost  eliminated,  and  the  time  of  the  Mayor  and  Supervisors  would  be  freed 
for  more  productive  tasks  if  a work-program  budget  and  accounting  system 
were  installed. 

We  believe  that  to  this  end  seme  revision  of  charter  provirions  re  tir; 
to  the  preparation  of  the  budget  would  be  in  order  in  the  long  run.  The  Blyth- 
Zellerbash  Report  called  for  charter  revision  and  estimated  that  the  change 
in  budgeting  procedure  could  save  the  city  $10,000,000  a year. 

However,  there  are  the  following  objections  to  an  irnedie  . - and  co  lei 
change  to  performance  budgeting: 
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1,  Line-item  budgeting  provides  a convenient  means  for  giving  the 
Mayor  and  the  Board  of  Supervisors  full  control  over  the  number 

of  personnel.  Although  sound  modern  budgeting  practice  in  private 
industry  alloys  the  administrator  greater  latitude  in  determining 
the  division  of  his  appropriations  between  personnel  and  equipment 
and  materials*  such  freedom  in  the  public  sector  would  be  inapro- 
priate  because  of  the  difficulty  of  removing  personnel  from 
a public  payroll  once  they  are  added. 

2.  A city ~wide  shift  to  work- program  budgeting  would  require  a 
major  undertaking  beyond  the  short  term  capacity  of  the  existing 
staff  to  institute.  Outside  assistance  would  be  required  to 
accomplish  the  changeover. 

Although  a complete  and  immediate  changeover  would  perhaps  be  inadvisable* 
it  would  be  possible  to  move  in  the  direction  of  greater  utilization  of  work 
program  or  activity  budgeting  and  development  of  measures  of  performance  within 
the  framework  of  the  existing  charter  provisions  and  using  the  presently 
authorised  staff  of  the  Administrative  Assistant  while  at  the  same  time  re- 
taining the  controls  afforded  by  a line-item  budget.  The  Charter*  in  addition 
to  requiring  the  submission  of  a line-item  budget 8 calls  for  S5a  separate 
schedule  of  the  proposed  work  program16  (Sec.  70(1))  and  ”such  other  informa- 
tion as  the  Mayor. „ .may  deem  desirable”  (Sec.  70(5)).  These  provisions  provide 
the  Mayor  * a office  with  a good  deal  of  latitude  in  calling  for  information 
in  support  of  line-item  budget  requests.  Under  these  provisions  the  Mayor 
may  call  for  what  amounts  to  a work  program  budget  supported  fey  performance 
data  to  support  and  augment  line-item  budget  requests  and  we  recommend  that 
he  do  so.  We  suggest  that  the  Administrative  Assistant  begin  by  working  in 
specially  selected  areas  which  are  particularly  amenable  to  work  programming 
based  on  performance  data,  where  its  value  can  be  readily  demonstrated.  Over 
time  these  efforts  could  be  extended  to  the  other  areas  of  municipal  operation. 
We  believe  that  by  gradually  working  In  this  manner  to  develop  meaningful 
work  programs  supported  by  performance  data  the  Mayor  would  progressively 
be  provided  with  far  more  effective  tools  for  his  annual  review  of  the  budget 
than  presently  exist. 


G.  BEAD  CLERK  AMD  SECRETARIAL  AND  CLERICAL  STAFF 

RECOMMEffi&TXOHS:  1)  QBE  CLERK- STEIJOGSAPHER  SHOULD  BE  ADDED, 

2)  ONE  POSITION  OF  INFORMATION  CLERK- STENOGRAPHER  (A  NEW 
CIVIL  SERVICE  CLASS)  SHOULD  BE  CREATED. 

Based  on  the  volume  of  work  generated  by  the  executive  staff  members 
and  assuming  a reasonable  level  of  output  which  could  be  achieved  by  effec- 
tive supervision,  we  see  a need  for  the  following  secretarial -clerical 
assistance : 
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1.  The  Press  Secretary  should  have  the  services  of  a senior  clerk- 
stenographer.  {This  position  presently  exists.) 

2.  The  Executive  Secretary  should  have  a stenographic  secretary 
assigned  to  him  to  handle  his  appointments  and  segregate  the 
office  mail.  (This  position  presently  exists.) 

3.  The  Executive  Secretary  and  the  Executive  Assistant  should  share 
a clerk-stenographer  to  handle  their  routine  typing  and  clerical 
needs.  (The  Executive  Secretary  at  the  present  time  utilises 
the  part  time  services  of  a senior  clerk- stenographer . The 
duties  are  very  routine*  however,  because  the  Executive  Secretary 
has  a stenographic  secretary  to  handle  the  more  responsible 
secretarial  duties.  Therefore,  only  a clerk-stenographer  is 
required.) 

4.  The  Mayor  should  have  a Personal  Secretary,  as  noted  above., 
who  would  also  perform  stenographic  duties  for  the  Appointments 
Secretary  related  to  the  Mayor's  appointments  and  invitations. 
(This  position  already  exists  in  the  form  of  the  position  of 
the  Stenographic  Secretary  to  the  Mayor.  However,  that  position 
at  present  is  virtually  a full  time  appointments  secretary. 

With  the  addition  of  a separate  position  of  Appointments  Sec- 
retary a new  secretarial  position  will  in  effect  be  created.) 

5.  The  Administrative  Assistant  should  have  the  services  of  a senior 
c 1 erk-s  fc enogr apher . (This  position  presently  exists.) 

6.  The  Administrative  Assistant’s  staff  should  have  the  assistance 
of  one  clerk-stenographer.  {The  staff  has  the  pert  tine  services 
of  a senior  clerk-stenographer  at  the  present  time.  When  staff 
vacancies  are  filled  the  staff  will  need  full  time  secretarial 
assistance.  However,  the  position  need  not  be  a senior  clerk- 
stenographer.  ) 

7.  The  Coordinator  of  Housing,  Planning  and  Development  (a  position 
recommended  on  p.  23)  and  his  Deputy  (the  present  Urban  Renews" 
Coordinator)  should  have  the  services  of  a senior  clerk- 
stenographer.  (This  position  presently  exists.) 

8.  Hie  Mayor’s  Assistant  for  Economic  Affairs  and  the  Mayor's  Assis- 
tant for  Social  Problems  (positions  recommended  on  p.  30  and 

p,  28)  should  have  the  services  of  one  clerk-stenographer. 

(This  is  a new  secretarial  position.) 

9.  The  Public  Service  Director  should  have  the  services  of  a senior 
clerk-stenographer.  (The  Public  Service  Director  at  the  present 
time  has  the  services  of  a clerk-stenographer.) 
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10.  She  Assistant  Public  Service  Director  Ghould  have  the  servicee 
of  an  information  clerk- stenographer.  (This  is  a new  position. 

AS  present  the  Assistant  Public  Service  Director  usee  the  ser- 
vices of  a secretary  in  the  Administrative  Assistant's  office* 

With  the  filling  of  two  vacancies  in  that  office  the  free  time 
of  that  secretary  should  no  longer  be  available.  Furthermore, 
with  the  recommended  emphasis  of  the  Public  Service  Director 
and  Assistant  Public  Service  Director  on  information  and  com- 
plaints it  will  be  necessary  to  have  someone  to  act  as  recep- 
tionist for  the  recommended  Mayor's  Office  of  Information  end 
Complaints  and  to  answer  routine  inquiries  for  information. 

Therefore*  we  believe  a new  civil  service  class  should  be 
created  calling  for  skills  in  meeting  the  public  and  knowledge 
of  the  organisation  and  administration  of  municipal  government 
in  addition  to  secretarial  skills.) 

Based  on  the  existing  staff  of  the  Mayor’s  office  the  foregoing  recon r- 
mendations  would  represent  the  addition  of  two  positions  at  the  clerk- 
stenographer  level.  A senior  clerk-stenographer  would  be  substituted  for 
the  clerk-stenographer  serving  the  Public  Service  Director  and  a clerk- 
stenographcr  would  be  substituted  for  the  senior  clerk-stenographer  serving 
the  Executive  Secretary  on  a part  time  basis. 

The  above  assignments  of  secretaries  to  executives  are  on  a priority 
basis  only.  In  many  instances  there  will  be  idle  time  which  it  would  be  the 
responsibility  of  the  Head  Clerk  to  fill  with  reassignment^  of  work  created 
by  vacations*  illness*  special  projects  and  the  like.  The  Head  Clerk  would 
also  continue  to  assign  filing  duties  baaed  upon  work  loads. 

Variations  in  secretarial  work  loads  and  secretarial  absences  unmatched 
by  executive  absences  should  be  made  up  by  pooling  the  unused  time  of  the 
entire  secretarial  staff.  We  estimate  that  the  equivalent  time  of  about  one 
secretary  will  be  available  for  assignment  to  abnormal  work  loads.  This  is 
based  on  the  estimate  that  over  the  long  run  executives  will  occupy  the  time 
of  their  secretaries  a a follows: 

Mayor  - three  quarter  time  (including  work  for  the  Appointments  Secretary) 

Press  Secretary  “ half  time 

Executive  Secretary  “ full  time 

Executive  Secretary  and  Executive  Assistant  - three  quarter  time 

Administrative  Assistant  - full  time 

Administrative  Assistant's  staff  - full  time 
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Coordinator  of  Housing,  Planning  and  Development  and  Deputy 
Coordinator  * full  tic® 

Assistant  for  Social  Problems  and  Assistant  for  Economic 
Affairs  - full  time 


Public  Service  Director  - full  time 

Assistant  Public  Service  Director  - full  time 

Additional  stenographic  and  clerical  assistance  can  be  obtained  from  the  free 
time  of  the  receptionist,  usher  and  telephone  operator  (with  the  new  centres 
system  the  telephone  operator  v?ill  have  time  to  perform  some  tasks  at  her 

desk) . 

It  is  recommended  that  the  following  office  practices  be  followed  in 
connection  with  the  secretarial  staff: 

1.  It  should  be  clearly  established  that  the  Head  Clerk  has  direct 
supervisory  responsibility  for  all  clerical-secretarial  personnel 
in  the  Mayor's  office  including  the  personnel  acting  as  recep- 
tionist and  as  usher  to  the  extent  their  time  is  not  occupied 

by  their  primary  duties  and  has  authority  to  call  on  the  free 
time  of  the  chauffeur. 

2.  The  Head  Clerk  should  receive  policy  guidance  from  the  Executive 
Secretary  but  should  not  trouble  him  for  guidance  on  specific 
decisions  or  applications  of  policy. 

3.  Complaints  about  the  quality  or  promptness  of  work  or  other 
work  habits  3hould  be  made  by  executives  directly  to  the  Head 
Clerk  to  assist  her  in  supervision. 

4.  It  should  be  clearly  understood  that  although  secretaries  are 
assigned  to  specific  executives  the  assignment  is  not  exclusive. 

Each  secretary  should  understand  that  she  should  give  first 
priority  to  the  work  of  the  executive  to  whom  she  is  assigned 
but  should  also  be  available  for  other  work  as  her  time  permits. 

5.  Hie  Head  Clerk  should  make  frequent  reassessments  of  work  loads 
to  adjust  to  fluctuations  in  volume  of  work  generated  and  to 
utilise  fully  the  available  time  of  personnel.  Executives  should 
report  anticipated  large  volumes  of  work  and  anticipated  slack 
periods  to  the  Head  Clerk  sufficiently  in  advance  to  permit 

the  Head  Clerk  to  plan  work  assignments. 

6.  The  secretaries  should  be  decentralised  to  locations  close  to 
the  executives  they  serve.  This  will  permit  the  executives 
themselves  to  exercise  supervision  over  the  performance  of  their 
work  and  break  up  the  discussion  groups  which  tend  to  form  in 
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secretarial  pools.  It  also  is  far  more  convenient  for  the 
executives  to  have  their  secretaries  close  at  hand.  While 
decentralization  makes  close  surveillance  by  the  Head  Clerk 
more  difficult,  we  believe  this  is  more  than  offset  by  the 
increased  supervision  afforded  by  the  executives  being  close 
at  hand  and  the  greater  convenience  to  the  executives  in 
having  their  secretaries  nearby. 
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m.  tenure  status  mu  recommended  salaries 


The  Mayor  should  be  permitted  a free  hand  in  picking  his  key  staff 
assistants  in  order  that  he  may  have  complete  confidence  in  them.  Tenured 
positions  on  the  Mayor’s  staff  mean  that  an  incoming  Mayor  inherits  large 
elements  of  his  staff  and  will  be  handicapped  in  carrying  out  the  program  upon 
which  he  was  elected.  Municipal  machinery  is  far  too  big  and  unwieldly  for 
the  Mayor  to  avoid  becoming  a captive  of  the  bureaucracy  if  most  of  his  staff 
is  part  of  that  bureaucracy,  Ke  therefore  believe  that  ideally  all  of  the 
first  level  staff  positions  in  Che  Mayor’s  office  should  be  appointive. 
However,,  it  is  recognised  that  the  city  charter  permits  the  Mayor  only  three 
appointive  positions,  A fourth  position— the  Urban  Renewal  Coordinator — is 
in  effect  appointive  through  the  device  of  the  limited  appointment.  And  a 
fifth  position— ‘the  Assistant  Public  Service  Director— is  only  temporarily 
filled" 

Even  if  it  could  be  accomplished,  it  would  be  undesirable  to  convert 
positions  currently  under  civil  service  to  an  appointive  capacity  while  the 
positions  are  filled  with  tenured  employees.  However,  it  is  strongly  recom- 
mended that  every  effort  be  made  to  put  the  five  recommended  professional 
staff  additions— Coordinator  of  Housing,  Planning  and  Development,  Appoint- 
ments Secretary,  Executive  Assistant,  Assistant  for  Social  Problems,  and 
Assistant  for  Economic  Affairs— on  an  appointive  basis  through  the  limited 
appointment  device  and  to  retain  the  Urban  Renewal  Coordinator  and  Assistant 
Public  Service  Director  on  this  basis.  As  vacancies  occur  in  the  positions 
of  Administrative  Assistant  and  Public  Service  Director  these  positions  should 
likewise  be  kept  on  an  appointive  basis  through  limited  appointment. 

Charter  amendment  would  not  be  required  for  exemption  of  these  positions 
if  the  limited  appointment  device  can  be  extended  to  the  extent  indicated 
herein.  Otherwise  a charter  amendment  should  be  sought. 

The  following  salaries  are  recoamended  for  the  additions  to  the  Mayor’s 
staffs 


Professional 


Range 


Coordinator  of  Housing,  Planning 


and  Development 

$25,000 

$28,000 

Executive  Assistant 

10,000 

12,000 

Appointments  Secretary 

10,000 

12,000 

Assistant  for  Social  Problems 

12,000 

14,000 

Assistant  for  Economic  Affairs 

12.000 

$69,000 

j&jm 

$80,000 

1 Clerk- Stenographer 

4,860 

5,916 

1 Information  Clerk-Stenographer 

6.210 

$78,960 

$92,126 

' rt  % : r>  ' i - 


X?o  REDESIGN  OF  OFFICE  SPACE  TO  ACCOMMODATE  STAFF  ADDITIONS 


Attached  hereto  as  Appendix  E and  C are  two  proposed  office  layouts  which 
will  accommodate  the  Mayor’s  staff  as  it  would  be  augmented  through  adoption 
of  our  recomaeGdations , The  layout  in  Appendix  B entails  the  use  of  the 
corridor  leading  to  the  City  Attorney’s  office.  The  layout  in  Appendix  C leaves 
that  corridor  open  but  requires  the  displacement  of  the  Public  Utilities  Com- 
mission offices.  Both  layouts  involve  a shift  of  the  Chief  Administrative 
Officer’s  quarters,  ■ ' 

The  layouts  are  predicated  on  three  principles: 

1,  The  office  should  be  as  compact  as  possible  permitting  the  Mayor 
free  access  to  the  various  staff  offices  without  crossing  public 
places.  In  this  respect  the  layout  in  Appendix  B is  superior, 

2,  Those  staff  members  having  the  most  frequent  contact  with  the 
Mayor  should  be  closest  at  hand, 

3,  Staff  members  should  have  their  secretaries  as  close  as  possible 
while  still  maintaining  privacy. 


SCHEMATIC  COST  ESTIMATE 

1)  East  Side  of  Corridor  - South  of  Reception  Room 


.Qmntlfcy 

Unit  Cost 

Remove  partitions 

50 

lin.  ft. 

$400 

Hew  partitions,  drywall,  painted 

50 

lin.  ft. 

$25.00 

1,250 

Patch  floor  at  women1 3 bathroom  to 
match  existing  tile 

30 

sq.  ft. 

100 

Revise  electric  service 
and  lighting 

900 

sq.  ft. 

,50 

450 

New  carpet 

100 

sq.  yd. 

6.00 

600 

New  door  at  bath 

100 

Remove  safe  (no  figure  available) 

— 

+ 23%  contingency 

TOTAL 

+ safe  removal 


2)  Ea^t_S.ide_of  .Corridor  - North  of  Reception  Room 

(Note:  existing  conditions  have  not  been  inspected) 


Urn 

Remove  partitions 

IMS-fia st 



New  drywall  partitions,  painted 
Revise  electric  service 

280  lin.  ft. 

25.00 

7,000 

and  lighting 

3,500  sq.  ft. 

5.00 

17,500 

Patch  floors 

3,500  sq.  ft. 

.50 

1,750 

■h  25%  contingency 

TOTAL 

§32.000 

,!■  aoxda  w 
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3)  Enclosing  Corridor 


4) 


1£GQ 

<2g§B&l& 

lte.it-.QPAt 

New  movable  partitions 
Pabco  drywall  with  metal 
channel,  painted 

80  lin.  ft. 

$23.00 

$2,000 

Suspended  luminous  ceiling 

1,000  eq.  ft. 

3.00 

3,000 

New  carpet 

100  sq.  yd. 

6.00 

600 

Five  new  openings  in  marble 
faced  corridor  and  doors 

5 

330.00 

1,500 

Electrical  switch,  power  and 
lights,  convenience  outlets 

1,000  sq.  ft. 

3.00 

3,000 

+ 25%  contingency 

TOT/)L  $12.500 

West  Side  of  Corridor 

New  partition 

Quantity 

Unit  Cost 

$500 

Patch  floor 

100 

3BS&- 

$600 

McJLE 
Scheme  I 

East  Side  of  Corridor  - South  of  Reception  Room 
East  Side  of  Corridor  - North  of  Reception  Room 

Enclosing  Corridor 
West  Side  of  Corridor 


$3,500  plus 
22,000 
12,500 
_ 300 


safe  removal 


$4.v,100  plus  safe  removal 


Scheme  IX 

East  Side  of  Corridor  - South  of  Reception  Room 
East  Side  of  Corridor  - North  of  Reception  Room 
West  Side  of  Corridor 


$3,500  plus  safe  removal 
32,000 

eoo 

$36,100  plus  safe  removal 


APPENDIX  A 


POPULATION , ECONOMIC  aND  PHYSICAL  TRENDS  AFFECTS1  G 
FUTURE  RENEWAL  AND  DEVELOPMENT  OF  SAN  FRANCISCO 


In  San  Francisco , the  scope  and  magnitude  of  future  problems  have 
become  apparent  in  recent  years c Regardless  of  specific  program  devel- 
opments in  the  coming  years , it  is  clear  that  San  Francisco  will  have 
to  confront  the  following  problems  in  one  way  or  another*  Each  of 
these  problems  has  implications  for  the  content  of  planning , renewal 
and  development  during  the  next  decade©  Each  in  one  way  or  another , 
will  determine  the  character  of  the  future  San  Francis co8 

Common  to  all  of  San  Francisco1  s problems  is  change— change  in 
population  composition,  commerce  and  industry  requirements,  skills  and 
education  needs,  demands  for  community  services,  and  changes  in  the 
physical  space  requirements  for  housing,  commerce,  industry  and  a host 
of  related  services©  Whatever  program  might  evolve  to  meet  existing 
and  future  problems  it  must  be  designed  to  meet  the  challenges  of  a 
changing  city0  Consequently,  any  organizational  structure  designed  to 
develop  and  administer  local  government  programs  must  be  geared  to 
change  * 

In  sum,  problems,  programs  and  administration  are  one*  None  can  be 
viewed  independently  of  the  others e 


I 9 Problems  of  Housing 


Trends  a At  least  forty-six  percent  of  the  renter  households  in 
San  Francisco  spend  over  twenty  percent  of  their  incomes  on  housing. 
Nearly  one-half  of  these  or  over  twenty  percent  of  all  renter  households 
spend  at  least  thirty-five  percent  of  their  incomes  on  housing.  Over 
seventy  percent  of  all  these  households  had  annual  incomes  of  less  than 
$4,000  in  1960s  Consequently,  most  of  these  individuals  and  families 
are  middle-  or  low-income  households  which  not  only  spend  a greater  pro- 
portion of  their  incomes  on  housing  than  do  those  with  higher  incomes, 
but  also  have  considerably  less  money  to  spend  on  other  necessities. 

Nearly  ten  percent  of  San  Francisco!s  families  with  children  left 
the  City  between  I960  and  I960  while  single  person  households  doubled  so 
that  by  I960  they  represented  nearly  forty  percent  of  all  households© 

Persons  sixty-five  years  and  older  increased  twenty-seven  percent 
during  the  past  decade  bo  that  they  now  represent  over  twelve  percent  of 
the  total  population o San  Francisco  has  the  highest  median  age  of  any  of 
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the  twenty-five  largest  cities  in  the  United  States 0 

The  I960  U*S»  Census  reported  that  nearly  twenty  percent  of  all 
housing  units  in  San  Francisco  need  some  major  repairs  or  rehabilita- 
tion and  about  two  percent  were  classified  as  dilapidated 0 


la  Housing  to  meet  income  and  space  needs , It  is  clear  that  one 
of  the  greatest  challenges  of  the  next  decade  will  be  to  secure  adequate 
housing  for  the  citizens  of  San  Francisco  at  prices  they  may  reasonably 
be  expected  to  pay*  The  present  housing  stock  simply  does  not  meet 
these  requirements*  The  most  apparent  underhoused  groups  at  present  are 
the  middle- income,  low- income  and  senior  citizens* 

Middle- in come  groups  in  the  housing  market  are  identified  not  only 
by  their  incomes  but  often  by  desirable  family  characteristics  and  com- 
munity participation.  Many  feel  it  desirable  to  maintain  a large  middle- 
income  family  group  in  the  City's  population*  However,  this  is  not  occur- 
ring 0 During  the  past  decade,  this  group  was  increasingly  attracted  to 
suburban  areas  because  of  a more  adequate  and  inexpensive  housing  stock, 
San  Francisco  has  not  successfully  competed  for  the  markets  If  this  sec- 
tor of  San  Francisco's  population  is  to  be  maintained,  if  not  expanded, 
strenuous  efforts  will  need  to  be  exerted  to  assure  adequate  housing  at 
prices  the  middle-income  groups  can  afford  to  pay* 

Low- income  groups  are  the  most  disadvantaged  groups  in  the  housing 
market 0 There  is  no  doubt  that  they  get  less  adequate  space  for  equal 
money  and  pay  a much  greater  proportion  of  their  total  incomes  for  hous- 
ing than  do  higher  income  groups.  The  proportion  of  lower-income  groups 
has  increased  dramatically  in  recent  years*  The  housing  problems  of 
these  groups  are  compounded  by  economic,  social  and  educational  problems 
and,  for  a significant  proportion,  problems  of  racial  discrimination* 
Provision  of  an  adequate  housing  stock  for  this  group  will  be  critical 
during  the  next  decade. 

Senior  citizens  usually  have  special  housing  requirements  due  to 
the  problems  of  aging  and  low  income.  Because  of  San  Francisco's  un- 
usually high  median  age  and  increasing  proportion  of  aged  residents, 
the  City  will  need  to  be  increasingly  concerned  about  the  housing  needs 
of  this  particular  population  group* 


2 a l!5afe  and  sanitary"  housing*  Construction  of  adequate  and  in- 
expensive new  housing  is  only  part  of  the  total  housing  problem. 

Equally  important  is  the  maintenance  and  rehabilitation  of  the  existing 
stock*  Although  only  twenty  percent  of  San  Francisco's  housing  units 
need  extensive  repairs,  the  "natural"  aging  process  of  the  existing  units 
will  continually  require  the  upgrading  of  many  more*  Consequently,  a 
safe  and  sanitary  environment  for  many  residents  will  continue  to  be 
constantly  challenged* 
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Replacement  of  dilapidated  housing  is  often  visually  identifiable 
and  easily  recognized  as  an  important  problem*  Constant  attention  is 
needed  in  this  area  to  maintain  the  most  elementary  standards  of  health 
and  safety „ 

Maintenance  of  housing  code  requirements  is  an  essential  approach 
toward  securing  a safe  and  sanitary  housing  supply  as  it  ages  and 
changes  in  time0  Constant  vigilance  is  required  to  assure  that  the 
physical  condition  of  all  aging  structures  in  the  City  are  properly  re- 
paired and  maintained  in  a manner  in  keeping  with  San  Francisco5 s high 
standards „ 

Conservation  and  Rehabilitation  of  housing  and  neighborhood  areas 
has  become  important c Since  there  is  little  remaining  "raw"  land  with- 
in the  City  on  which  new  housing  may  be  built , a greater  reliance  upon 
the  conservation  and  rehabilitation  of  older  areas  may  be  called  for. 
These  approaches  provide  an  opportunity  to  increase  the  attractiveness 
and  desirability  of  residential  neighborhoods  while  at  the  same  time 
they  assure  the  appropriate  repair  and  maintenance  of  individual  prop- 
erties a 


I I e Problems  of  Commerce  and  Economic  Growth 


Trends , In  the  last  decade  San  Francisco1 s manufacturing  activity 
declined,  as  represented  by  employment  trends,  while  the  Bay  Region5 s 
growth  in  manufacturing  showed  remarkable  gains 0 Activities  such  as 
wholesaling  showed  no  gains  during  the  period*  However,  some  compensa- 
tion may  be  found  in  the  increases  of  printing  and  services,  and  more 
important,  by  an  increase  in  financial  activities  whose  employment  went 
up  from  sixty-six  percent  to  sixty-eight  percent  of  the  metropolitan 
total  during  that  period* 

San  Francisco5 s Downtown  was  one  of  the  few  in  the  nation  which 
was  able  to  hold  its  own  in  sales.  It  represented  thirteen  percent 
of  the  metropolitan  area5  s .retail  sales  in  1953,  maintaining  the  largest 
proportion  of  sales  in  any  central  business  district  of  the  area*  Al- 
though this  proportion  declined  *09$  between  1954  and  1953,  the  central 
business  districts  of  twelve  comparable  central  cities  of  the  nation 
declined  an  average  of  2*26$  in  the  same  period* 

San  Francisco’s  industrial  construction  represented  only  four  per- 
cent of  the  Bay  Region 5 s industrial  construction  in  the  period  1950  to 
1962*  This  represented  only  ten  percent  of  San  Francisco's  total  non- 
residential  construction  while  the  Bay  Region’s  industrial  construction 
was  thirty-nine  percent  of  its  total*  Commercial  building  construc- 
tion also  represented  a smaller  proportion  of  non-re sidential  construc- 
tion in  San  Fr-ancisco  than  for  the  Bay  Region*  However,  office  build- 
ing construction  in  the  period  represented  sixty-seven  percent  of  the 
City's  total  and  nearly  thirty  percent  of  all  office  construction  in 
the  Bay  Region* 
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Although  construction  costs  are  much  the  same  throughout  the  Bay- 
Region,  land  costs  in  San  Francisco  are  from  three  to  ten  times  that 
of  outlying  areas 0 Even  though  the  differential  is  shrinking,  the 
implications  of  this  discrepancy  are  dramatic.  For  example,  good 
industrial  land  in  South  San  Francisco  costs  approximately  $1.50  per 
square  foot.  Comparable  land  within  the  environs  of  the  city  may  cost 
between  four  and  five  dollars  per  square  foot  and  as  the  distance  in- 
creases from  the  hub  of  the  City,  land  costs  drop  so  that  in  the  mid- 
dle reaches  of  San  Mateo  or  Marin  County  land  may  run  at  between  50$ 
and  $1,00  per  square  foot  for  prime  industrial  sites.  Another  dis- 
advantage is  the  factor  of  congestion  within  the  City. 

An  even  more  important  liability,  however,  may  be  the  differen- 
tial in  the  inventory  tax  rate  among  adjacent  counties.  The  inventory 
tax  of  San  Francisco  is  assessed  at  50$  of  evaluation  while  in  San 
Mateo  it  is  25$,  in  Alameda  27  to  35$,  and  in  Marin  23$.  This  is  of 
particular  importance  to  the  warehousing  and  wholesaling  industries. 

San  Francisco  has  not  attained  a strong  position  in  new  industries 
supporting  space  research  and  military  production.  San  Francisco 
County  is  fiftieth  among  all  counties  of  the  nation.  Even  the  larger 
metropolitan  area,  ranking  fifteenth,  is  exceeded  by  the  neighboring 
San  Jose  area  which  ranks  fourth.  Los  Angeles,  of  course,  ranks 
first  in  the  nation  both  in  the  county  and  metropolitan  area  cate- 
gories. Further,  danger  signs  have  appeared  in  San  Francisco's 
military  installations  in  recent  years,  particularly  the  naval  ship- 
yard where  there  is  a strong  possibility  that  San  Francisco  will 
lose  its  largest  employer. 


1.  New  business  and  industry.  The  next  decade  may  show  even 
greater  changes  in  the  economy  of  San  Francisco.  Absolute  declines 
in  industry  and  a bare  maintenance  of  its  position  within  the  region 
in  retailing  and  wholesaling  activities  suggest  that  the  City  must 
be  in  a position  to  diagnose  changes  in  the  local  economy  and  act 
to  compensate  for  them.  Even  though  financial  activities  increases, 
there  is  no  indication  that  they  will  be  able  to  absorb  all  losses 
elsewhere  in  the  decade  to  come.  Indeed,  it  appears  that  San  Fran- 
cisco may  even  be  losing  its  position  as  the  dominant  regional  office 
center  of  the  West „ 

Commercial  growth  in  wholesaling,  retailing  and  finance  may  be 
one  of  San  Francisco -s  greatest  opportunities  because  of  its  advan- 
tageous location  relative  to  the  Bay  Region  and  the  West,  The  new 
rapid  transit  system  promises  enhancement  of  this  position  in  the 
metropolitan  area.  The  City  must  exploit  this  opportunity  to  the 
fullest  - 
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Mew  industry  will  remain  one  of  the  greatest  problems  of  San  Fran- 
cisco o It  is  losing  in  competition  with  other  areas.  However,  the 
demands  of  new  technology,  such  as  electronics  and  space,  provide  oppor- 
tunities which  have  not  yet  been  exploited.  The  establishment  of  instal- 
lations such  as  research  complexes  are  often  the  stimulus  for  new  indus- 
try* San  Francisco  should  be  prepared  to  explore  and  implement  such 
methods . 


2.  Land  for  expansion  and  development.  The  lack  of  previously 
undeveloped  and  large  tracts  of  land  has  retarded  industrial  develop- 
ment, Firms  in  the  City  which  must  expand  have  been  hindered  by  inade- 
quate sites o 

Industrial  renewal  may  become  a useful  tool  to  San  Francisco 
during  the  next  decade  to  assure  locational  opportunities  for  indus- 
tries wishing  to  expand  or  locate  here.  Obsolete  industrial  facili- 
ties may  be  removed  and  larger  parcels  assembled  by  this  means. 

Economic  services  are  required  to  serve  primary  and  secondary 
industrial  activities.  Facilities  such  as  efficient  water,  rail,  air 
and  highway  transportation  and  water  and  power  are  strongly  influenced 
by  government  action.  San  Francisco  should  be  prepared  to  apply  its 
resources  in  the  most  effective  way  to  encourage  this  type  of  develop- 
ment. 


Ill  a Problems  of  Employment  and  Education 

Trends  g Employment  opportunities  in  San  Francisco  have  reflected 
changes  in  the  local  economy.  Although  total  employment  increased 
slightly  in  the  past  decade,  there  were  absolute  declines  in  industrial, 
unskilled  and  non-clerical  employment. 

Following  nationwide  trends,  San  Francisco  as  a central  city  with 
a large  stock  of  older  housing  has  been  attractive  to  recent  urban 
migrants  and  unskilled  workers.  Nearly  five  percent  of  the  white 
workers  of  the  Bay  Region  are  unemployed  while  the  rate  is  more  than 
double  that  for  non-whites.  These  figures  do  not  indicate  the  amount 
of  underemployment  that  exists  due  to  the  lack  of  jobs  or  opportunity 
for  people  who  have  skill  levels  beyond  their  present  employment.  It 
is  revealing  that  33$  of  the  non-white  and '26$  of  the  white  households 
in  San  Francisco  were  earning  less  than  $3*000  per  year  in  I960,  as 
compared  with  22$  and  10$  respectively  in  the  metropolitan  area. 

In  part,  this  problem  has  resulted  from  a changing  population „ 
Nevertheless,  the  next  decade  will  probably  increase  the  challenges 
of  providing  adequate  jobs,  job  training  and  education  so  that  the 
citizens  of  San  Francisco  might  make  the  fullest  contribution  to  the 
community* 
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1 0 Maintaining  .job  opportunities  for  a range  of  socio-economic 
levels a Industrial  and  other  types  of  economic  development  must  be 
related  to  employment  skills  and  San  Francisco's  available  workers „ 

If  San  Francisco  is  to  continue  as  a center  of  great  variety,  a 
variety  of  employment  opportunities  must  be  created  and  maintained 
to  permit  participation  by  a population  representing  a range  of  social, 
cultural  and  economic  groups. 


2C  Training  for  those  who  need  employment  skills 0 Renewal  and 
development  in  San  Francisco  cannot  be  solely  physical,  but  must  involve 
non-physical  considerations  as  well.  The  problems  of  employment  oppor- 
tunity may  be  one  area  in  which  non-physical  renewal  and  development 
programs  could  be  established. 

On  the  federal  level  beginnings  of  programs  of  this  type  have 
been  instituted  in  the  Manpower  Retraining  and  Youth  Conservation  Acts, 
San  Francisco  may  be  forced  to  explore  these  and  similar  approaches  on 
the  local  level  during  the  next  decade 0 


IWo ■ Problems  of  Transportation 

Trends c The  Port  of  San  Francisco's  position  relative  to  other 
ports  in  the  Bay  Region  and  the  West  has  declined  considerably  since 
World  War  II 0 

The  changes  wrought  by  air  freight  and  passenger  transportation 
in  the  past  decade  have  at  once  increased  San  Francisco’s  accessibil- 
ity to  other  regions  and  reduced  its  relative  locational  advantages. 

The  establishment  of  the  Bay  Area  Rapid  Transit  District  which  is 
expeditiously  proceeding  toward  the  construction  stage  represents  a 
unique  transportation  achievement  for  the  Bay  Region  and  San  Francisco c 

Highway  transportation  problems  have  reached  a critical  level 
within  San  Francisco  during  the  past  few  years.  This  haphazard  and 
over-burdened  circulation  system  may  plague  development  for  some 
years  to  come. 


io  Changing  technology  and  needs 0 Transportation  technology  of 
the  era  determined  San  Francisco's  original  location.  That  technology 
has  changed  and  with  it  diminished  the  City's  locational  advantage 
over  other  communities  in  the  region.  However,  new  technology  is  pro- 
viding opportunities  for  recapturing  that  advantage. 

For  example,  the  feasibility  of  extensive  air  freight  activities 
provides  San  Francisco  an  opportunity  for  growth  in  industry,  services 
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and  comerce  that  it  did  not  have  until  recently. 

The  City  should  be  prepared  during  the  next  decade  to  take  every 
advantage  in  developing  the  most  efficient  transportation  system  with- 
in its  boundaries  and  take  leadership  within  the  Bay  Region  in  matters 
related  to  transportation  so  that  economic  development  is  not  retarded 
by  inadequate  circulation. 


2,  Transportation  opportunities . The  new  rapid  transit  system  is 
providing  opportunities  not  only  in  transportation,  but  in  downtown 
renewal  as  well. 

Air  facilities  will  continue  to  challenge  the  resources  of  the  City 
and  provide  new  opportunities  for  economic  growth, 

The  ij'au  Francisco  Port  Authority,  a State-controlled  agency,  poses  prob- 
lems of  development  in  transportation,  renewal  and  satisiactory  use  of 
the  shoreline.  Ways  may  be  found  to  provide  greater  integration  of  its 
operations  into  the  goals  and  opportunities  for  San  Francisco5 s develop- 
ment. 


Indeed,  ways  will  have  to  be  found  to  integrate  all  elements  of 
the  City’s  transportation  into  an  efficient  overall  system  so  that  no 
facility  or  mode  of  transportation  works  at  cross-purposes  with  another. 
At  present,  each  mode  is  the  responsibility  of  a separate  agency  or 
group  of  agencies  some  of  which  are  controlled  by  the  City  and  others 
by  regional.  State  or  Federal  agencies = 


V , Problems  of  Social,  Cultural  and  Institutional  Development 

Trends  c The  total  number  of  children  and  youth  under  eighteen 
years  of  age  increased  by  14$  in  the  last  decade  and  increased  from  20 ,5$ 
to  24 s3$  of  the  total  population,  Active  public  school  enrollment  in 
San  Francisco  increased  16$  in  the  decade 0 

In  1962,  5.2$  of  all  children  in  the  Bay  Region  under  18  years  of 
age  were  receiving  public  aid  to  needy  children,  compared  with  3o5$  in 
1950,  The  dependency  rate  for  San  Francisco  exceeded  the  region’s  with 
5.1$  receiving  either  old  age  assistance  or  medical  assistance  to  the 
aged# 


San  Francisco’s  non-white  population  increased  66,8$  between  1950  and 
I960,  while  its  total  population  decreased  by  4.5$  and  its  white  popula-' 
tion  by  12a9$c  Although  the  non-white  population  represented  only  18.4$ 
of  the  total  in  I960,  it  represented  nearly  30$  of  the  births  in  the  City. 

Of  the  American-born,  non-white  residents  of  San  Francisco,  3S$  have 
migrated  from  the  South,  largely  from  rural  areas.  This  generally 
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indicates  people  who  have  been  deprived  of  an  adequate  education  and  who 
have  a limited  range  of  urban-life  skills „ 

San  Francisco !s  hospital  and  higher  education  facilities  have  been 
expanded  during  the  past  decade,  but  it  has  not  been  able  to  attract  a 
major  new  research  installation  or  expand  its  cultural  facilities  appre- 
ciably o 


lo  Problems  of  a changing  population.  Many  of  the  problems  of 
renewal  and  development  in  San  Francisco  are  those  resulting  from  a 
changing  population.  Most  of  these  problems  cannot  be  directly  con- 
fronted through  physical  renewal 0 This  is  not  to  say  that  indirect 
results  of  appropriate  physical  change  might  not  greatly  alter  the 
social  and  cultural  welfares  Certainly,  the  physical  environment  is  a 
strong  influence  upon  the  kind  and  quality  of  life  that  takes  place 
within  the  City,  However,  physical  redevelopment  alone  is  inadequate  to 
do  the  job0 

For  example,  the  problems  resulting  from  culturally  deprived  youth 
might  be  met  with  new  programs  such  as  "compensatory  education"  which 
strives  to  provide  essential  cultural  and  employment  skills  to  overcome 
handicaps  resulting  from  circumstances  beyond  the  control  of  the  young 
people  themselves 8 

Another  approach  to  these  problems  might  be  the  provision  of  an 
"urban  extension"  program  in  combination  with  physical  renewal  which 
could  provide  essential  urban-life  skills  to  those  who  lack  them. 

Exploration  of  programs  of  this  nature  might  give  San  Francisco 
advantages  in  developing  a citizenry  capable  of  contributing  fully  to 
the  community,  thereby  reducing  direct  welfare  assistance  and  increas- 
ing the  productivity  of  the  total  community 0 


2o  Social,  cultural  and  institutional  facilities;  San  Francisco 
will  be  faced  with  problems  of  the  continual  upgrading  of  its  social, 
cultural  and  institutional  facilities  during  the  next  decade , Neighbor- 
hood renewal  and  area  conservation  programs  will  require  the  upgrading 
of  these  public  facilities,  for  they  frequently  are  the  focus  of  neigh- 
borhood areas  0 

The  provision  of  city-wide  facilities  will  be  an  opportunity  for 
development  and  renewal  in  San  Francisco 0 If  the  City  is  to  remain 
the  cultural  center  of  the  Bay  Region,  it  must  be  prepared  to  expand 
its  facilities  in  the  arts,  music  and  theater „ 

Since  research  is  frequently  the  stimulus  to  economic  growth,  the 
City  would  miss  an  opportunity  of  the  nuclear-space  age  if  it  were  not 
to  seek  new  research  facilities  in  San  Francisco  during  the  next  decade. 
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Education  facilities,  like  research,  often  have  benefits  beyond 
their  immediate  employment.  They  also  support  secondary  economic  activi- 
ties and  attract  a population  essential  for  a well-balanced  mix  within 
the  City, 


VI o Problems  of  Physical  Dimension 


Trends  a World  War  II  caused  economic  and  population  growth  in  the 
Bay  Region  that  outstripped  any  other  decade  of  the  century.  Because 
of  limited  land  resources  in  San  Francisco,  many  industries  located  in 
outlying  areas <,  By  I960,  San  Francisco  represented  only  20%  of  the 
region’s  total  population. 

Public  decisions  in  the  Bay  Region  are  dependent  upon  the  decisions 
of  nearly  900  separate  counties,  cities,  school  and  other  special  politi- 
cal jurisdictions, 

San  Francisco  has  been  faced  with  a host  of  decisions  affecting  the 
physical  character  of  the  City  during  the  past  decade.  Many  of  these 
are  recurring  and  are  yet  to  be  resolved.  Among  them  are  problems  of 
density  in  the  high-rise  building  boom  and  the  floor  area  ratio  question, 
preservation  of  unique  buildings  and  waterfront  areas,  and  the  reuse  of 
large  areas  of  land  in  former  military  sites  and  redevelopment  areas. 


±0  The  regional  dimension,  The  future  character  of  San  Francisco 
can  no  longer  be  determined  independently  from  that  of  the  Bay  Region, 

The  future  welfare  of  San  Francisco  is  directly  tied  to  the  growth  and 
character  of  the  larger  region  and  the  State  of  California, 

One  of  the  major  problems  of  the  decade  will  be  to  develop  a Viable, 
decision  mechanism  by  which  regional  public  decisions  may  be  made.  Al- 
though there  is  little  hope  for  a comprehensive  regional  government,  the 
special  puroose  district  may  continue  to  be  an  important  means  whereby 
regional  decisions  can  be  made  concerning  matters  of  housing,  transporta- 
tion, education,  water  and  recreation  resources 0 Because  of  San  Francis- 
co’s traditional  and  important  position  within  the  region,  it  should  be 
prepared  to  take  leadership  to  encourage  concensus  in  these  development 
problems  as  it  did  in  developing  the  Bay  Area  Rapid  Transit  District, 


20  The  city-wide  dimension 0 Physical  changes  in  San  Francisco 
will  continue  to  occur.  However,  the  major  problem  will  be  to  guide 
these  changes  to  maintainan  appropriate  physical  character  in  the  decades 
to  come. 

Among  the  major  challenges  to  the  survival  of  the  unique  physical 
character  of  San  Francisco  will  be  standards  of  new  construction  and 
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rehabilitation*  trafficways  and  parking*  historical  preservation,  and  the 
reuse  of  large  areas  of  the  City  including  the  waterfront  and  large  sites 
acquired  through  redevelopment  or  abandonment  of  military  installations. 
The  appropriate  resolution  of  these  problems  will  be  critical  to  programs 
of  development  and  renewal; 
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